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FOREWORD

The course in which you are about to participate, entitled “Introduction to
Program MManagement,” and this accompanying handbook are intended to provide
you with an awareness of the scope and importance of program management at
the Naval Ocean Systems Center and to impart to you the management
philosophies that | believe will be important to your success, individual
development, and career growth.

It is my belief that NOSC is a key part of the Navy's Systems Acquisition Team
and that our Center’s reputation depends on the capabilities of our program
managers. [herefore, it is imperative that each individual charged with program
management responsibilities discharges those responsibilities in a way that fulfills
DoD and Navy statutory requirements and ensures that the Navy receives the
maximum benefit from its investment. In addition to these legalistic requirements,
we must operate with efficiency and complete integrity. And, while it is a well-
worn phrase, it really is often our responsibility to ensure that the Navy is abile to
operate as a “smart buyer” in a very complicated and highly technica! market
place. In the final analysis, we have succeeded only if we provide the Navy with
effective and affordable timely solutions and capabilities that are superior to those
of the threat.

It is my intent that this course provide the framework for training new and
potential program managers as well as establishing a standard by which
functioning program managers can measure themselves. Because this course and
handbook are directed toward program management as it is accomplished at the
Naval Ocean Systems Center, your feedback on the course and supporting
documentation is encouraged. As the need arises, this course and document will
be updated to reflect changes in the program management environment as well as
changes in statutory law governing the methods of accomplishing our business.
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Commander Technical Director

FOREWOCRD

The course in which you are about te participate, entitled “introduction to
Program Management,” and this accompanying handbook are intended to provide
you with an awareness of the scope and importance of program management at
the Naval Ocean Systems Center and to impart to you the management

philosophies that | believe will be important to your success, individual
development, and career growth.

It is my belief that NOSC is a key part of the Navy's Systems Acquisition Team
and that our Center’s reputation depends on the capabilities of our program
managers. Therefore, it is imperative that each individual charged with program
management responsibilities discharges those responsibilities in a way that fulfills
DoD and Navy statutory requirements and ensures that the Navy receives the
maximum benefit from its investment. In addition to these legalistic requirements,
we must operate with efficiency and complete integrity. And, while it is a well-
worn phrase, it really is often our responsibility to ensure that the Navy is able to
operate as a “smart buyer” in a very complicated and highly technical market
place. In the final analysis, we have succeeded only if we provide the Navy with

effective and affordable timely solutions and capabilities that are superior to those
of the threat.

It is my intent that this course provide the framework for training new and
potential program managers as well as establishing a standard by which
functioning program managers can measure themselves. Because this course and
handbook are directed toward program management as it is accornplished at the
Naval Ocean Systems Center, your feedback on the course and supporting
documentation is encouraged. As the need arises, this course and document will
be updated to reflect changes in the program management environment as well as
changes in statutory law governing the methods of accomplishing our business.
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SECTION 1
EXECUTIVE SUMMARY

1.1 PURPOSE

> The NOSC Program Managers Handbook is designed as a ready rﬂference document for those who
have taken the NOSC course,” “Introduction to_Program_ Mg._la_gemem "1t is not intended to be a
thorough examination of each topic. However, the handbook provﬂ'_s its user with basic information
regarding the topic along with some references and resources, including NOSC instructions and other
applicable documentation. It also provides guidance for program managers* as they carry out their
varied functions, and gives examples of the forms or requirements that accompany particular activities.

The target audience for this handbook is a group of interested, skilled, and experienced program ’
managers who know what it is like to manage a program in the reai world. Perhaps the thought has
occurred to them that the ““system’’ does not work. Perhaps their experience has reflected the following
six phases of a project:

Enthusiasm

Disillusionment

Panic

Search for the Guilty

Punishment of the Innocent

Praise and Honors for the Nonparticipants.

However, part of the purpose of this handbook is to demonstrate that the ‘‘system’’ does work when
implemented by skilled program managers. Center managcinent provides policy and guidance certainly,

but it is the task and responsibility of program managers to implement the guidance and policy, that
is, to make the “‘system’* work. It is hoped that the users of the handbook will be those successful
managers.

— —

el
TR 4 L.

1.2 ORGANIZATION

The NOSC Program Managers Handbook contains an executive summary and sections for each
of the 18 topics addressed during the management course:

;..,Seeeien-—l:\Executive Summary’

)
é
[ ]

-~ Section How Projects Originate and Develop,
. ~ Section

+" Section

“Section
- _
E B

Staffing, Team Building, and Commumcanon
Major Systems Acquisition, '
Planning, Scheduling, and Assessment ) ———— ) A A

Program Management Functions and Responsibilities
Proposal Develcpment and Marketing ' ;s

Section

Section

Nowmbhwn

‘Wh'ile the term ‘‘program managers™ has a particular DoD denotation, in this handbook the term is used in a broad sense
and includes program, project, and product managers.
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Sectiofl . Systems Engineering
Section: 9. Contracting;
‘Section™10.  Financial Management’,
. Sectior]1. Human Factors -
Section 12. Design Review;,
- );xation 13. Hardware Product Assurance,
T chfsion\m. Software Product Assurance;
Section 15. Test and Evaluation;
Section™16, Technical Information Support |
Section 17. Computerized Assiance;
Section™18. Computer-Aided *  gistics,
Seg‘tiQE 19. Follow-C:n Training ,

" ———

1.3 FORMAT

Apart fro- the executive summary, each of the sections follows a general, numbered outline. That
numbered ov:i+. . depe.ds first on the ¢+ction number (2 through 19). The first subsection (X.1) is
always the i:¢ couction. Froiz that point on, the /tline is unique for each section.

14 AN INVIT-TION

This handbock is a document in process. As such it will be constantly updated and revised to
reflect the latest information and thought in each of the tupic areas. If contributors wish to revise and
extend their remark:, ‘iey are invited to do so. If any of the participants has suggestions on how to
improve the handbook or ideas on how the material could be more effectively presented, please contact
the cognizant personnel. Any constructive counsel is welcome.

1.5 ACKNOWLEDGMENTS

Grateful than! s are extended to the session leaders for the time and effort expended in preparing
their presentations. Each one of them is a volunteer whn thought that the topic was significant, that
it deserved airing in front ¢ Center program managers, and that NOSC would perform its mission
better with better informed program managers.
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SECTION 2
HOW PROJECTS ORIGINATE AND DEVELOP

2.1 INTRODUCTION

2.1.1 References

Navy Program Manager’s Guide, 1985

Navy RDT&E Management Guide, NAVSOP-2451

NOSC Planning Calendar, NOSC TD 1189

NOSC Program Planning Guidance Memorandum

The Planning, Programming, and Budgeting System (PPBS) Course Materials, Office of the
Director, DON Program Information Center (26 June 1985), Washington, DC 20350 .

DoDI 5000.2 and DoDI 5000.3

SECNAVINST 5000.1

OPNAVINST 5000.42

NOSC Memo 013/49-85, Policy and Procedures for FY86 IR Program, of 20 March 1985

NOSC Memo 014/173-85, FY86 IED Proposals, of 9 August 1985

NOSC Memo 021/21-85, Information on Major Bid and Proposal (MB&P) Program, of 18
September 1985

2.1.2 Summary

Projects originate from military needs which arise from changes in threat or in tactics, from the
need to replace obsolete equipment, and from technological innovations that promise to address military
needs. Operationally inspired needs are documented by formal requirements documents. The process
for transforming the needs into requirements also identifies fundinig that formally initiates the p1oject.
Technology-originated projects are initiated through ongoing technology programs that address
contirming military needs. Technology programs include Biock Programs, independent research (IR)
programs, independent exploratory development (IED) programs, product improvement programs,
and mission area support programs. Projects in the technology base are normally justified against the
program charter.

2.2 GENERAL

The conduct of research and development is focused upon meeting Fleet needs in the near term
and distant future. Because resources are limted and needs can arise with alarming suddenness, careful
and responsive program origination and management are reguired. This class session will offer a brief
overview of the existing organizations and processes employed in Navy research, development, test,
and evaluation.

2-3
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they are the constant topics of discussion throughout the Navy, Marine Corps, and Coast Guard. Arising
threats, new mission roles, obsolescence of existing capabilities and equipment, technology breakthroughs
and maturation, and the needs posed by joint-force operations and foreign-sales demands, all affect
initiation, scope, and direction of research and development efforts.

While Fleet needs and deficiencies are top:cs of semiannual messages to and from Fleet commanders, @

In our age of technology where so much can be done, the matter of choice in applications engineering
is crucial to national defense. The use of ancient simple weapons was extensive and long-lived. Modern
weapons systems are tailormade to exploit a diminishing set of target vulnerabilities and countermeasures,
and so are more expensive to field and of shorter use against a responsive threat organization.

In efforts to respond to changes in world and national circumstances, maritime strategies and U.S.
Navy roles and objectives can also change in function, scope, and priority. National requirements for
purposes of ‘‘presence,’” “‘sea control,” and ‘‘projections of force,”’ etc., shift in emphasis. Balance
cf appropriate roles and strengths amcng our armed forces also affects R&D objectives, resources,
and the economics and use of logistics.

Timing is as essential in RDT&E as it is in the capability and technology choices; seldom is cost
not a governor of the process. Because resnurce needs normally exceed resources, the Navy employs
an advocacy system in OPNAYV and betweca the services in DoD to hammer out the Five-Year Defense
Program (FYDD). The unfortunate feature of the process is that there is the need for an almost constant,
urgent defense of proposals against often worthy alternatives, all of which may be valid and timely
options.

The material for this overview of RDT&E program management has been drawn largely from
two documents:

a. The Navy Program Manager*s Guide, 1985 edition NAVMAT P-9494 (NOSC Library Accession !c,‘
110582)

b. The Planning, Programming, and Budgeting System (PPBS) course materials, Office of the
{ Director, DON Program Information Center (26 June 1985), Washingten, DC 20350

Each document refers the reader to an extensive list of documents in order to provide current
authoritative information addressing specifics. The grand scheme, however, is apparent in a review
E of the major concepts and processes of the organizations presented in these recent documents, each

of which is subject to revision at least annually. The Navy Program Manager’s Guide, for instance,
is in revision in part because NAVMAT no longer exists. The U.S. Navy Postgraduate School (NPGS)
is the new sponsor for this document. You will find this source very readable and useful, and so should

) consider it as a desk reference for your program management office.
3 As stated in the introduction to the Navy Program Manager’s Guide, the purpose is to assist the
4 manager by outlining the system acquisition process, identifving participants and describing their roles,
b describing the procedures necessary to move the program from one milestone to the next, and identifying
; possible pitfalls along the way. This guide was prepared under direction of Dr. George Handler of
] the Naval Weapons Center, China Lake, California. Because it is so extensive and provides details
‘ useful to program managers in Navy laboratories, as well as in headquarters organizations, it is an
important text to accompany the presentation for our topic: How Projects Originate and Develop.
) NOSC program management guidance and support are described in an extensive seriec of NGSC
g tructions, directives, and notes kept current by the various offices responsible. Keepiag current on
) ... of these is difficult without maintaining a set of current instructions in the program cffice for reference.

Indeed, setting up a program office is left to the ingenuity of the marager, though organization, files, AR
and operations should be described in documents maintained for convenience and efficiency among @‘533

2-4
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employees of the office.

@ NOSC memorandums describing organization and independent research (IR), independent
exploratory development (IED), and bid and proposal processes include the following

NOSC Memo 013/49-85, Policy and Procedures for FY86 IR Program, of 20 March 1985
NOSC Memo 014/173-85, FY86 IED Proposals, of 9 August 1985

NOSC Memo 021/21-85, Information on Major Bid and Proposal (MB&P) Program, of 18 ,
September 1985

A most useful NOSC document, TD 1189, is a single page, poster-size schedule summary for R&D
planning guidance. The title is NOSC Planning Calendar, and it is updated annually.

It should be noted that the involvement of NOSC in more responsible roles in major program
management makes it desirable for aspiring managers to attend one or more of the following more
extensive courses on the subject: .

Defense Systems Management College

Naval Material Career Development Institute

Federal Acquisition Institute

USN or Department of Defense PPBS course (joint service programs are also addressed)

The most important documents shaping current acquisition policy are Department of Defense Doc.
5000.1 and its implementing instructions:

DoDI 5000.2 and DoDI 5000.3
SECNAVINST 5000. 1
8& OPNAVINST 5000.42
9

These are drafted addressing major programs, for which the Secretary of Defense chooses to act as
program decision authority (PDA), but each applies to all lesser programs in principle, when tailored
to the nature and cost of each.

Generally, DON acquisition policy calls for a program initiation decision to be made by the proper
program decision authority and approval for program start to be integrated with the planning,
programming, and budgeting system (PPBS). At each subsequent major milestone, the program manager
is required to prepare milestone review documentation (MRD) and have it reviewed and submitted to
the PDA for approval.

NOSC program or project managers are required to provide documentation support for sponsor
compliance with these requirements, together with representation of technical work and planning.

2.3 PROJECT ORIGINATIONS

Projects are initiated to respond to the real or perceived needs of the Fleet. These needs arise from
new threats, from new tactics, from new capabilities of technology, and from the obsolescence of old
equipment. Often the Fleet needs are a combination of these forcing functions.

Inherent in any new threat is a need 1o counter the threat. For instance, a new enemy submarine
might be quieter and carry more lethal armaments. This increases the need to better detect and track
enemy submarines; it may also increase the priorities of our ongoing programs to detect and track
| submarines. Part of this response might be to develop new tactics that improve our detection capabilities.
@ Another response might be to upgrade sensor systems. We might develop a new system that can exploit

2-5
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a peculiarity of the new sub’s design. We might provide a new form of command control system to .@
provide a quicker response to this new threat. Some new threats require very comprehensive responses

while others can be countered effectively by relatively minor enhancements tG existing countermeasures.

The total countermeasure response is not to automatically develop new equipments; often, procedural

changes in “‘tactics’’ are sufficient.

““New tactics’’ refers to more than mere conduct-of-war procedures on the front line. In the sense
used here, ““tactics” refers to all organizational and procedural changes to the day-by-day conduct
of the Navy profession. Therefore, organizational changes that impose new responsibilities on a
commander may imply a need for that commander to have better decision-making tools. New tactics
may be developed to counter a perceived enemy threat; this may generate a need to tie information
from diverse sources into one database. New tactics exploiting previously unrecognized potentials of
a weapons system might increase the data-rate requirements in existing communications links. In other
words, “‘new tactics’’ may have implications for the equipment and systems needed to support their
successful implementation.

New capabilities of technology are constantly reeded to address emerging military needs. However,
every advancement of the state-of-the-art aiso creates new needs in itself by the mere potential of its
application. For instance, microelectronic technology is critical to adding more capabilities to existing
equipment within the same box. Indeed, the art of war always has more technological demands than
can be supported by current technology. However, a breakthrough in technology can create a new
level of threat to the enemy and can enable more effective tactics to be employed. It is usually the
technologist (i.e., YOU) who recognizes these potentials rather than the operators. Furthermore, the
understanding of current and future capabilities of technology is essential to the assessment of future
threats/tactics. The Center’s charter includes a responsibility to conduct this assessment in the technology
areas for which it has a lead laboratory role or for which it is a designated ‘‘center of excellence.”’

3

Regardless of the merit of a new idea, a newly recognized need, or the continual seriousness of
a problem, the GEE-WHIZ phenomenon is often exploited to get the project approved, to get the need
recognized as a formal requirement. The GEE-WHIZ phenomenon is nothing more than the appeal
of ““the latest’’ technology. The military art is so dependent upon technological advancements that
the habit of this dependency takes on meaning of its own. Thus, a given approach to a problem may
be envirely satisfactory in all aspects for the past 30 years and into the foreseeable future, but a new
approach incorporating GEE-WHIZ technology may become an attractive alternative anyway. The
phenomenon exists as both good and evil to be wielded wisely by technologists in their task to support
the Fleet.

Equipment has a usable service life which is often shorter than the platforms (or commands) serviced.
The long acquisition cycle virtually guarantees that no operational system is *‘cutting edge’’ technology.
Even when this factor is not a problem, the cost of ownership starts to rise rapidly for obsolescent
equipment. There is a continuing need to replace such equipment or to at least upgrade the equipment
to incorporate up-to-date technologies that can be economically supported. Other factors leading to
equipment replacement/upgrade include reliability, maintainability, or logistics/part support problems,
operability/interoperability features needed, survivability issues, additional capabilities, greater
performance, etc. Whatever the source of obsolescence (i.e., need to upgrade or replace), the existing
equipment provides a baseline to which the needs can be referenced. Projects that have their roots
in these needs are qualitatively different from projects originating from purely operational considerations
because the needs are stated in technical terms (3 dB more power, 6 mph faster, 50 percent higher
MTBEF, 33 percent cheaper to maintain. etc.) rather than in operational mission terms.
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'(9} In this discussion, you will note that ‘‘needs’’ were identified rather than ‘‘requirements.” This ,
is simply to recognize the quirk in the Navy acquisition system that requirements only exist in formal ‘
statements issued by OPNAYV when it has attached funding to a need and approved a project/program
to address it. Many needs exist that will never become formal requirements. The demand of ‘‘needs”’
always exceeds the resources available for ““requirements.”’ A project does not become initiated formally
until the REQUIREMENT exists. The process of transforming needs into requirements is an art to
be mastered. How this process occurs has a profound affect upon how the project is chartered, funded,
and managed by you. The process can result in Center participation in one of three ways:

® a project may be directed to us
® a project may be offered to us
* a project may be proffered by us

The results are different because the persons responsible for providing the energy to push the NEEDS
through the bureaucratic band-stop filter called the acquisition system are in fundamentally different
positions within that bureaucracy.

2.3.1 Directed Programs

Directed programs occur when an authority in the acquisition system directs the Center to be involved
in a program. Invariably, the program enjoys a high priority, has high visibiiity, and has a well-established
need. An authority able to direct the Center resources in this way also has the authority to establish

bt prioities and needs in the acquisition system bureaucracy. High visibility occurs because of the interest
@ of the directing party. There are not very many programs that might fall into this catagory (fewer than
1 percent), because the persons with such authority are limited to the Chief of Naval Operations and

higher authority.

When the Center receives a directed program, the program relationships are normally as follows:
¢ The laboratory rele is well defined—usually as a technical consuitant.
¢ The Center participation is directed because of its charter responsibilities and established expertise.
¢ Program participants might be name requested or speci:.ii selected.

Usually the tasking is well funded, and the schedule is very tight.

Directed programs are of special interest to the Navy, DoD, or the administration. The need is &
most often created by administration priority goals, so a formal requirement statement may be generated
after the fact of program initiation. The justifications for obtaining congressional approval are part
of the budget submission and outrank the normal requirements statements.

4

If directed to participate on such a program, propose adequate resources to do the required tasks
and to cover possible contingencies. Directed programs are such a high visibility that success is demanded.

2,3.2 Offered Programs

522

Offered programs comprise less than 10 percent of Center programs and are of two types that
can best be described as follows:
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4 ¢ A pet program of somebody who doesn’t have sufficient authority to direct, only request, Center @
' participation. ‘

o A program offered to the Center because of past performance, recognized expertise, and
established working relationships—even individual reputations.

In this first case, the offered program has much the same character as a directed program, except the
offerer does not have sufficient auihority to direct the establishment of requirements and acquisition
system priorities. Part of the tasking may involve helping the offerer justify the program up the chain
of command. This is probably even more true in the second case, where the program participation
is probably based on personal working relationships developed over the years. The requirements are
usually not well defined and the initial program outline may not be sensible; part of the task is to bring
sanity to the program as an expert. Assume as much responsibility as you can comfortably. Ensure
that your tasking is adequately proposed and that contingencies are fully acknowledged, if not fully
funded. It is normally up to the Center’s program leader to obtain the big picture necessary to adequately
plan the program, justify requirements, and otherwise fill out the paperwork to satisfy the bureaucracy.

233 Proffered Programs

The proffered program originates with the technologist (you). You perceive the need, conceive
the good idea addressing that need, generate the proposal, help to market the requirement, and otherwise
assume the responsibility for driving the program through to a successful conclusion. Very often this
can only be done by selling others that it was their idea. Everything in your proposal is negotiable,
but keep in mind that it is competing for scarce resources. The funding for directed programs is ““fenced”’
(protected) by those in the position to direct thern, and offered programs have a well-placed champion
in the system. Proffered programs have to be *‘sold’’ to a champion or otherwise justified so well that
the management of the acquisition system will grant them some priority. Good ideas seldom, if ever,
sell themselves on their own merit; there are simply too many good ideas and not enough resources
to address them. Often the good idea must appeal to nonaltruistic motives of those in acquisition system
management in order to get approved.

(3
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2.3.4 Program Justification

Programs may be justificd by operationally recognized needs or by needs to incorporate new
technology. The document that formalizes nceds into requirements is the Operational Requirement
(OPNAVINST 5000.42). Certain small projects and technology based programs do not require an OR,
but they must be justified, nonetheless. Anybody may draft an OR (even the Russian Embassy) and
submit it to OPNAYV, but the OPNAYV sponsor must see merit enough to incorporate the requirement
into the program plan. When so received, the draft OR becomes a Tentative OR (TOR) and funds
may be released to prepare a development options paper (DOP); when the budget is approved covering
the TOR, the TOR becomes an OR, and the project is formally initiated.

Technology initiated programs may originate out of the technology base programs (independent
research/independent *xploratory development, block programs, continuing program elements, funded
technical investigations, etc.); or from needs to replace obsoletc equipment or from needs to infuse
new technology into the art of war. Typically, the early investigations that precede forinal program
initiation must be funded and justified through one of the technology base programs. These are typically
limited t0 $200k annually, $1M total. The justifications must conform to the rules of the program

2-8
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administrator and show support for the stated purposes of the program. Formally established
requirements are necessary for technical or product improvements over $1M total and for all military
improvements.

&

Operationally initiated programs are established through Fleet-generated draft ORs or through
Fleet-identified deficiencies. (Often the Center is able to find a Fleet champion for its good ideas so
that the project appears to be operationally initiated.) Opsrationally initiated programs are often accorded
a higher priority by the acquisition system because support of the Fleet is its primary charter.

OPNAVINST 5000.42 provides all the definitions and formats for documents required to keep
the acquisition system bureaucracy fed. Procedures are outlined for program approvals. A key document
for every program is the Test and Evaluation Master Plan (TEMP) (OPNAVINST 3960.10,
SPAWARINST 3960.3, NAVSEAINST 3960.2, and NAVAIRINST 3960.2). For USMC projects, see
MCO 5000.10 and MCO 5000.11. The project manager should become thoroughly familiar with these
instructions.

APPENDIX 2A
NAVAL OCEAN SYSTEMS CENTER CHARTER RESPONSIBILITIES

o 1 R L R sl o U K TP e

Mission: To be the principal Navy RDT&E Center for command and control, communications, ocean
surveillance, surface- and air-launched undersea weapons systems, and submarine Arctic warfare.

é Lead Laboratory Responsibilities (and Block Program assignments):
@

Ocean Surveillance

Lasers and Microelectronics
Communications and Networking
Combat Direction

Computer Technology

Strategic Undersea Surveillance
Marine Mammals

Arctic Technology

Deep Ocean Technology

Technology Leadership Assignments:

Multiplatform command control and communications (C3) systems
Multiplatform combat systems integration

Ocean surveiliance (electromagnetic/electrooptic/acoustic reconnaissance and search)
Deep ocean engineering

Shipboard internal communications

Marine biosciences

Environmental description and prediction for ocean surveillance and C3
Surface ship ASW fire control

Surface- and air-launched torpedos

Signals warfare and countermeasures

Teleoperator and remote presence systems

Over-the-horizon targeting (OTH-T)
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SECTION 3
PROGRAM MANAGEMENT FUNCTIONS AND RESPONSIBILITIES—
RELATIONSHIPS TO LINE MANAGEMENT

3.1 INTRODUCTION

3.1.1 References

Navy Program Management Guide, 1985
] NOSC Program Planning Guidance Memorandum
NOSC Instructions & Notes

3.2.2 Summary

Program/project managers have responsibilities toward the line management of the organization

they are employed by and toward the program chain-of-command. These responsibilities sometimes

@" create conflicting demands that the PM must resolve. The successful PM understands these demands

and the organizational systems that create them. The keys to meeting these demands successfully are
RESPONSIVENESS and COMMUNICATIONS.

———— -

3.2 GENERAL

i The establishment, conduct, and conclusion of an RDT&E program at NOSC presumes awareness
and compliance with basic functions, forms, and communication standards imposed by the sponsor
and by local and higher organizational levels of authority and resource allocation. The NOSC independent
exploratcry development (IED) and technical base management organization is shown in Figure 3.1.

Above all, the program must fit in with other efforts. In order to maintain support for the program,
the sponsor must be given adequate results in each component area. Most R&D programs are composites
of efforts at several sites amcong industry, academic, and Navy activities.

-

It is crucial that the various program participants set and meet milestones and represent progress
N and products accurately for the program’s sponsor. This support will enable your sponsor to deliver
) on obligations successfully.

In order to conduct your program at NOSC, your program must fit in with local resources and
services; this includes your use of contractual assistance.

There wiil be presentations escribing niost of the NOSC support capabilities available during

this course. The purpose of this section is to describe the relationship of the program manager to other

: NOSC organizational groups and to outside organizations. Organizational details are subject to change,
@ but the essentials remain valid.

.
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i
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MR.R. E. MUNN | MR. K. J. CAMPBELL DR R. NOYEMBER
|
|
i
BLOCK PROGRAM*
MANAGERS (7)
*Also report to Line Management (Department Heads)
Figure 3.1. 1ED and technical base management organization.
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The role of the program manager is not that of a big or bigger ‘“wheel”’ in the process, but rather

@ a combination of initiator, catalyst, couaselor, investigator, and reporter, among others. Responsibility,
like virtue, is its own reward, but it is essential in RDT&E programs. A prime example is in the NASA

space shuttle program, where “‘success breeds failure,”” just as it does in large, challenging, successful

Navy programs. We are tempted to take each further extension or application for granted. it is the
responsibility of the program manager to examine and test the waters before taking risks and venturing

outside of the planned process and schedule, even though there are demands to change at every step.

The Navy, as part of DoD, is party to joint program developinents as well as independent =fforts,
so oversight by higher DoD managers has resulted in the adoption of 24 initiatives to improve the
, acquisition process (Table 3.1). These initiatives recognize potential and existent frailties in our RDT&E
programs, most which recur and must receive corrective attention or prevention through constant
awareness.

During the various stages of RDT&E, external influences affect decisions and progress. Perhaps
the ultimate influence is competition for limited resources, which can happen at any siage and any
organizational level. Priority is necessary to compete successfully for resources. Anticipation, planning,
and negotiation will normally avoid confrontation. Conflict is costly. Paving the way weil ahead of
program needs is effort well spent.

The complexity of deing RDT&E husiness increases daily. More plens, reports, status-keeping,
and auditz are to be expected. Only good organization and procedures maintained throughout the
program can satisfy the demands, while freeing the productive personnel to conduct the program.

- LI W N 2 .

Team development is 21 important topic which will be siressed later in the course. The essential
requirements for development toward future programs can be stressed here. The justification for this
eﬁ?* course has existed for many years. Program managers have been developed in all the different ways
e up to now. Some came with industrial experience, some with academic training, and most have developed
through cn-the-job training with a mentor at some stage in their careers. All were shaped by the teams

of which they were a part.

The performance of @ project team must be reviewed by time management and their program
progress and success must be monitored as well. Quality assurance in individual employee performance
is the ok;jective of the demonstration program, which relies upon performance toward objectives, with
its incentive awards. No less important are assessmeni and incentive awards for program teams and
managers for the quality of their performance and products measured against system performance goals
and schedule and cost targets.

Every citizen has the right to expect ethical behavior from those who work in government. The
principles are clear, and corrupticn is widely reported and punished. Ethics, however, are applied in
the subtle everyday actions and relationships within your team. Fairness and compliance are perhaps
usefu!l watchwords.

Being overly accommodating can be ruinous. Security breaches are often traced to accommodation:
too little time to check the area, to check the lock, to log documents, or to safeguard the information
from unauthorized disclosures. Overly accommodating poor performance by members places a weak
link in your chain and undue burdens on other team members—who notice and respond. Accommodating
imposed changes in schedule or system details—without assessing impact downstream on other
obligations—can wreck the best program through loss of performance, credibility, sponsorship, and
future opportunity.

The references offered here are doctrinal and procedural. The essence of how to do program
%} management, with enjoyment, comes from reading, discussing, and expariencing management functions.
I hope that this portion of this course makes the role appear attractive, challenging, and rewarding.
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Table 3.1. PoD acquisition improvement program—the Carlucci Initiatives (Kuhl revision) @

Program managers shail . . .
Be given responsibility, authority, resources, and proper requirements and funding statements.

Be given authority to be flexibie in tailoring acquisition strategy.

N DN e

Extend responsibility, authority, and accountability to the lowest effective organizational level.

Examine low and high risk technologies in acquisition strategy development.

Consider program iinprovement in program planning.
Pursue econcinical rates of production within constraints as a basic goal.

. Consider and pursue a policy of standaidization whenever and wherever beneficial.

0 =N 2 v b

. Ensure that DON personnel take a businesslike approach with industry in terms of motivation
and teamwork goals.

9. Solicit industry’s comments on draft PFPs when those comments are likely to be beneficial.

10. Inform industry accurately regarding the funding available for a particular program and not mislead
in any way.

11. Ensure thai acquisition strategies ascribe value to a viable industrial base.
12. Procure aata only when needed and if it is sufficient for life-cycie maintenance.
13. Provide effective estimates of resources and see that they are used throughout.

14, Use realistic estimates for program budgets and schedule profiles.

¢k

15.  Minimize iotal life-cycle costs with a view to influence acquisition strategy.

16. Emphasize value engineering when participating in cost saving programs.

17. Consider multiyear procurement in all applicable situations.

18. Employ independent Navy cost analysis in contract negotiations whencver possible.
19. Pursue competition vigorously when a potential benefit exists.

20. Minimize contract changes; but once changes have been issued, expedite them.

21. Expedite the entire acquisition process to the greatest degree possible.

22. Use past perfcrmance, experience, and cost realism in source selection and cost reimbursable
contracting.

23. Emphasize reliability, maintainability, and producibility from initial design onward.

24. Insist that logistic support standards will not be compromised.

i
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It is said thar the best recipe for stress avoidance is

Expect changes

Assist others to expect and accommodate changes

Reward yourself for things you do well and try tc make that your style.

As Helen Hayes responded to an interviewer:

Success is how others assess what you have done;
achievement is your own assessrent.

Figu-es 3.2 through 3.6 present general information for program inanagement and cover such things
as the needs document; the planning, programming, and budge:ing systcm (PPBS) events; and the
acquisition process.
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% 3.3 RESPONSIBILITIES TOWARD LINE MANAGEMENT

The PM must be responsible toward the admiinistrative chain-of-command; after all, that is where
the paycheck comes from. The line management is responsible for administering laws, regulations,
instructions, directives, internal/management controls, budgetary directions, and a host of initiatives
‘“‘to improve management, to streamline acquisition procedures, and to avoid fraud, waste, and abuse.”’

The line management is responsible for the management of the Center’s resources. The PM is
dependent upon the support and commitment of line management to obtain the personnel, facilities,
and administrative support which are essential to the success of the project. The first formal commitment
of line management is the laboratory program summary (LPS) with DD1498. An approved LPS is
required to accept sponsor funding in all but a few minor cases; therefore, it behooves the prospec.ive

~ PM to keep the administrative chain-of-command informed of prospective taskings and the associated :
project planning. Seldom does a single branch, division, or department have all of the resources necessary .
to support a project; therefore, the support of other organizations within the Center must be obtained.
For small, short-term involvements, other code assistance can be arranged informally. However, long-
term relationships between codes should be formally established by an internal work agreement (IWA)
or memorandum of understanding (MOU). An IWA or MOU commits line mangement in both
administrative chains-of-command to achieve certain project goals within a given schedule for an agreed-
to level of funding; it may establish permanent points of contact in each organization and define special
working relationships for the assigned tasks.

Once the line management of the Center is committed to support a task, the PM is responsible
for carrying out the management responsibilities of the Center as they apply to that project. These
glj responsibilities include the proper administration of funding, the adherence to proper procedures for
~. procurements, physical security, ADP security, CMS security, document control, and plant property
management, and supporting management constraints for carryover funding and management-to-payroll
guidelines. Since some of these responsibilities may conflict with the most efficient accomplishment
of the project, it is imperative for the PM to keep line management informed and to anticipate potential
impacts of management edicts—often exceptions can be obtained when specific problems are created
by new rules, or line management can assist in mitigating the impact on the project.

Beyond these explicit sesponsibilities, the PM must be ethical. The Standards of Conduct (Ethics
in Government Act of 1978) require ‘‘avoiding action resulting in, or creating the appearance of

—Using government position for private gain

—Giving preferential treatment to persons or organizations
—Impeding government efficiency or economy

—Losing complete independence or impartiality

—Making a government decision outside official channels
—Adversely affecting public confidence in government integrity.”’

The PM, as the leader of the project participants, should be a pillar of personai honesty and integrity.

3.4 RESPONSIBILITIES TOWARD THE PROGRAM CHAIN-OF-COMMAND

@3 The PM exists to satisfy the specific requirements that justify the establishment of the
3 program/project. These requirements flow down through the chain-of-command that is responsible
for the funding allocated to address the requirement. Not surprisingly, the concerns of the project chain-

E
E
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of-command include funding/budget issues, schedules/milestones, project progress toward satisfying @
the stated requirements, support system requirements, and project politics. Changing technology, “‘bells
and whistles,”’ and changes to requirements are real issues of interest to the project chain-of-command
because (1) there may be a true impact on the project or (2) each individual in the chain must fulfill
the need to contribute to the project. The PM must be aware of these influences in order to communicate
effectively with this chain-of-command. Another perspective to keep is that each member of the project
chain-of-command is a member of an organization with its own distinct administrative chain-of-command
with similar generic organizational concerns as NOSC. However, organizational edicts will reflect the
needs and personality of the organization; therefore, a project edict may conflict with Center policy.
Also, a project chain-of-command may overlap over a dozen administrative chains-of-command, so
the potential for conflict is great. The successful PM gets ‘‘in tune’’ with each organization and its
idiosyncracies and applies this information to format how project communications take place.

The greatest need of the project chain-of-command is responsiveness. As in successful businesses
where “‘the customer is always right’* and “‘service is our most important business,’’ these attitudes
are important in the PM business as well. Communications in response to the project chain-of-command
must be accurate, credible, inexpensive, timely, and professional. Some requests may seem ridiculous—
they must still be handled responsively and responsibly. The immediate acquisition manager (AM)
sponsoring the project depends upon the good advice of the PM and the project team; however, the
AM also needs support when circumstances direct actions that the PM may not agree with. The responsive
PM gains the respect and trust of the project chain-of-command and is often able to turn poor situations
into good. Very few in the project chain-of-command can help the project, but almost everyone can
hinder it. Therefore, the effective PM keeps the needs of the project chain-of-command satisfied.

&3

3.5 RESPONSIBILITIES TOWARD THE PROJECT/PROGRAM TEAM

The PM is a project manager but also a team leader. People are led; materials, funds, and schedules
are managed. The PM must communicate to the project team the goals of the project, instill in each
participant a feeling of contribution and worthiness, support the needs of each team member’s
assignment, monitor team progress, anticipate problems, make decisions so that each team member
has clear direction, and ensure that the extraordinary accomplishments of team members are recognized.
The PM must delegate responsiblities and authority to the task team leaders and then hold them
accountable for performance. No PM can, or should, do everything alone—it must be accomplished
through people. The successful PM recognizes this fact and attempts to bring out the best in each team
member.

The outstanding PM is one who serves as a model of commitment, dedication, and moral integrity
for everybody on the project team.

3.6 THE SUCCESS PATTERN

The successful PM will share certain characteristics with all other successful PMs. The unsuccessful
PM will lack one or more of these characteristics:

a. Knows the job—The PM knows the acquisition system and the chains-of-command better
than most.of the people running their individual ‘‘fiefdoms.”” The PM knows the requirements
better than anyone else in the project chain-of-command. The PM knows where to go for @
assistance, for advice, for expertise, and for decisions beyond the PM's authority. The PM
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has a clear and complete view of the project goals (including ‘‘should be done’ goals, not
merely those goals explicitly stated) and applies this knowledge in the planning and decision-
making processes.

&

b. Takes responsibility—The PM acts as the ultimate authority for the project. The PM is willing
to assume the total responsibility for the project—often this provides de facto authority because
others in the chain-of-command are relieved to not have to make tough decisions.

c. Makes decisions—The PM makes decisions on time. Often projects get into trouble for lack
of clear direction. Even a “‘bad’’ decision is better than no decision if it clearly defines the
immediate tasks. The successful PM assesses what decisions must be made immediately (and
makes them) and what decisions require more/better information (and tasks the team to develop
the required information). The PM is not afraid to admit a mistake and to correct a decision
when it is clearly wrong, but decisions are not changed easily—waffling or flip/flopping is
as confusing to the team as not having any direction.

d. Conveys strength and Yedication (stubbornness, bull-headedness, single-mindedness)—The PM
has a single-mindedness toward achieving the project goals. The PM is willing to do whatever

is necessary to accomplish these ends, except that he/she is also a pillar of ethical behavior.

E When “‘the system’’ puts a roadblock in the way, the PM investigates alternatives ‘‘over, around,

under, or through.”’ A major manifestation of this dedication is in the responsiveness to the
chain-of-command.

E

R

e. Communicates ‘‘infectiously’’—The PM must be an effective communicator. Briefing skills

are particularly important. The PM rarely has the true authority needed to do the job, so

) the ability to convince others of the rightness of a decision becomes essential. Communication
ﬁi is a major key to success with the chains-of-command. Communicating ‘‘infectiously,’’ the
PM instiils excitement, fervor, and commitment in the audience and brings people onboard
the project bandwagon. The same principles apply in the PM’s task of leading the project team.

f. Leads—The PM must lead the project team. The PM’s leadership abilities often are essential
to establishing the team concept among the otherwise diverse project participants. Through
leadership, the project participants are also inspired to the dedication and commitment to g

——

the project that the PM exhibits. “‘It is no trick to get outstanding people to do an effective
job. It takes an effective leader to take average people and get them to do an outstanding job.”

g. Delegates—Although the ultimate project authority, the PM delegates responsibility with
authority to the project task leaders. The task leaders participate in the planning process (as -
much as possible), accept the assigned responsibilities, and are held accountable to the tasked E
performance standards. Task leaders are encouraged to redelegate within their own task '
structure. The PM never considers himseif/herself any less responsible: a mistake by a team
member reflects directly on the PM, but the PM also trusts the team members to act responsibly
and to the best interest of the project. Errors are quickly detected and corrected by the program
controls/project team structure. Nobody is expected to be perfect, but everyone is held to
his/her best effort. Typical successful projects are executed by small, dedicated teams. The small
team size promotes the effectiveness of the PM’s personal leadership influence and the ability
to hold each team member accountable to the tasks.

-
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3.7 PROGRAM/PROJECT CHARTER % §

A program or project charter formalizes the objectives and obligations of the PM. Ideally, the
charter is established in writing from both the sponsoring acquisition manager and the PM’s department
head. In practice, some charter elements are documented in the statement of work accompanying the
tasking, and other elements are established in the PM’s goals and objectives. It behooves the PM to
ensure that these individual directions do not conflict; this is most easily accomplished by keeping the
administrative chain-of-command aware of the potential task statements. The following are the minimum
¢lements of a true PM charter:

]

¢ Objective System Description—a brief statement of the requirements the project is responding to
j ¢ Project Scope—the start, finish, and resource constraints
¢ Authorities

¢ Limitations of Authorities

Responsibilites

¢ Relationship to the Sponsoring Authority—rcporting requirements, task expectations beyond
mere project execution

Special Operation Relationships (who does what to whom)
a. Activities higher in the project chain-of-command
b. Activities outside the Navy
c. Other field/support activities

-

+ Staffing and Organization ARE
* Project Transition or Disestablishment ’“"
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SECTION 4
PROPOSAL DEVELOPMENT AND MARKETING

4.1 INTRODUCTION

4.1.1 General

The purpose of this section is to provide information that wili facilitate marketing and the
preparation of proposals. As can be noted from the contents, marketing in all categories from 6.1
through 6.6 and nonprogram 6 RDT&E is covered as well as joint service and/or foreign RDT&E.
Some ‘‘road maps’’ as well as other guidelines are also included.

4.1.1 References

The references listed below were used in the preparation of this section. Copies are held by the
‘ g NOSC R&D Planning Guidance Group. Feedback from Program Managers and students who have
taken the NOSC Program Managers Course has also been included.

DoD Directive 5000.1, Major System Acquisitions

DoD Instruction 5000.2, Major System Acquisition Procedures

DoD/GAO Programming and Budgeting System

Navy Program Manager’s Guide, 1985 Edition

NOSC Program Managers Handbook, July 1986

Navy Programming Manual

OPNAVINST 5000.42C, Research, Development, and Acquisition Procedures
RDT&E/Acquisition Management Guide, 10th Edition

Technical Marketing and Proposal Preparation Course by Hyman Silver, Oct 1986

42 MARKETING

-

4.2.1 Definitions

‘ Marketing

is the analyzing, planning, and controiling of organizational resources, policies, and activities
with a view to satisfying the needs and wants of current and potential Center sponsors and/or
customers.

8
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Informal Marketing @

is any verbal commitment, inquiry, or offer to perform work for a sponsor or customer, with
the objective that such discussion will lead to a proposal submission requiring farmal acceptance
by both the initiating activity and the sponsoring and/or customer activity.

4.2.2 Marketing Objective

The prime objective of marketing is to understand what the Navy might need and to obtain work
within the NOSC mission that enhances and strengthens the Navy, Marine Corps, joint service, or
other DoD/government agencies’ abiiity to perform their mission.

4.2.3 Marketing Principles

Development of marketing principles at the Center is closely related to sponsor interface. This
direct interface provides a ready means for NOSC program and project management to explore new
ideas and concepts with sponsors directly responsible for development and funding support of NOSC
mission-oriented programs. Much of the Center’s support is obtained through direct sponsor interface
and often new work requests result as a natural follow-on to existing efforts. Effective dialogue with
sponsors is a prerequisite. Personal contact is considered the most effective way of enhancing and selling
the technical, scientific, and managerial expertise of the Center.

4.2.4 General Guidelines for Marketing Pt

The following should be considered in support of effective marketing:

a. Ensure that work is in response to a valid Navy need. If no formal need exists, draft a
; requirement to assist the sponsor in the approval process. For a Technology Base program,
review the ONT Mission Area Strategies and pertinent approved Block Plans. For Advanced
or Engineering Development, review pertinent Naval Plans, Warfare Appraisals, TORs, ORs,
or JMSNS. Copies may be obtained from the Navy Acquisition R&D Information Center
(NARDIC), NOSC, 1023 E. Green Street, Pasadena, CA, Tel: (213) 792-2452 or NAVSEA-2452,

b. Review NOSC TD 799, entitled Windows of Opportunity for Naval Systems; update with current
plans and program schedules relevant to your product line. Identify target platform/system
windows and estimate force level and inventory needs. Construct estimates of funds available
and look for ““windows of opportunity’’ as funding requirements fall and open ‘‘windows’’
in your product area.

c. Ensure there is no obvious duplication or redundant effort. (Query the DTIC data bank and
check the NOSC Technical Library.) Identify related work and determine if there is any
duplication of effort. Identify sponsors and others involved.

d. Identify, describe, and characterize the immediate customer(s), both the organizations and
the individuals who represent them. Develop a survey of requirements and views through
interviews and examination of publications. (See the *‘Organizational Chart Service,’’ Defense
Marketing Service publications, and DoD “‘yellow pages’* available through the NOSC R&D

|
)
Planning Guidance Group.)
lm e. ldentify Fleet, shore, and Marine Corps units that provide the best opportunity for obtaining @
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@ information and understanding of the users’ needs and problems. Discuss your approach with
local liaison offices and technical officers assigned to NOSC.

f. Develop a comprehensive description of NOSC’s market, including potential as well as immediate
customers. Know the ‘‘competition’’ and the relative strengths and limitations of their concepts
as well as yours. (To get an objective ealuation of the competition, a systems analysis may
be necessary.)

g. Ensure that marketing efforts are synchronized in time to support the RDT&E planning,
programming, and budgeting cycles. (Refer to NOSC TD 1189 entitled NOSC Planning Calendar
t and NOSC briefing material entitled ‘‘How the Puzzle-Palace Works.’*)

h. Participate in related IR&D reviews to ensure awareness of related R&D and potential sources
of contract support.

i. Plan and prepare program proposals in consonance with the Navy/DoD planning, programming,
and budgeting cycle, and provide effective support to spcnsors in obtaining funds for the
programs.

j. If the program has joint-service potential, expand above efforts to appropriate users.

k. If the area involves Research (6.1) or Exploratatory Development (6.2), seek advice from the
NOSC Technology Base Block Plan Managers.

= I. For programs involving intelligence or other sensitive work, contact the NOSC Intelligence
Office.

r ﬁ‘ m. For general assistance, contact the NOSC R&D Planning Guidance Group.
L]

n. Additional guidelines and instructions for conducting marketing by initiating proposals are
" included here.

4.2.5 Selling Capabilities

Make the product and capabilities known. Take every opportunity to provide visibility for NOSC
resources and capabilities. Be prepared to provide briefings, both internal and external. Make
y presentations at related symposiums and publish papers. ‘‘Advertise’’ current accomplishments in the
NOSC ““Technical Briefs’’; this publication is distributed widely to sponsors. Join and become an active
member of related societies/associations. Incorporate proposed programs in documents such as those
listed in Table 4.1.

Table 4.1. List of key documents in which proposed programs could be discussed or in which the
“requirement” could be established.

Fleet R&D Objectives/Deficiency Reports

Pertinent master plan

Pertine. t SYSCOM’s Sponsor Proposed Program (SPP)
Pertinent OPNAV Resource Sponsor’s Issue Papers
Pertinent OPNAV Warfare Appraisal

TORs, DOPs, and ORs

Mission Areas Strategies (6.2)

%\: Key Naval Needs (6.1)
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4.2.6 Finding a Sponsor

Be prepared. Review and study the appropriate referenced documents that impact or are issued
by that sponsor. There are many helpful documents in the areas of planning, guidance, Navy deficiencies,
budget, and the RLT&E process itself. In addition io the documents listed under the References of
the INTRODUCTION, Table 4.2 lists some additional major planning/needs/requirements documents
that are available. Study the basic documents that relate to the area of interest. Keep in mind the following
questions. What does the Navy need? Where is the threat going? How much money is flowing? Who
is buying? Selling? Understand which documents apply and the need of the sponsor or prospective
sponsor. Market expertise will solve problems. Build credibility as an expert by using the language
of the disciplne under consideration and portray an awareness and vnderstanding of the sponsor’s

problems.

Table 4.2. Major Planning Documents.

5000.1/5000.2/5000.3/5000.42C series of instructi~ns

Annual Posture Statements by SECDEF, SECNA ° CJCS, ASN(RE&S); USDR&E, CNO, OP-098, etc.

ASW Master Plan
Attack Submarine Warfare Plan
Avionics Master Plan
“CIRCA 2000" (NISC Long-Range Threat Document)
CNO’s Goals and Objectives
CNO Long-Range Planning Conference Proceedings
CNO Program Assessment Memorandum (CPAM) on
—Maritime Strategy
—PRDA
—Total Force
Defense Guidance
Department of the Navy Program Planning Guidance (DNPPG)
DIPP (Defense Intelligence Publication for Planning)
Extended Planning Annex
EW Master Plan
Joint Inteliigence Estimates for Planning (JIEP)
Joint Strategic Planning Document (JSPD)-especially Annex D
Key Naval Needs (promulgated by ONR)
Maritime Strategy
Master Plan for Embedded Computers
Mission Area Strategies
Naval Aviation Plan
Naval C2 Plan
Navy Study Plan (DONSTAPA)
Naticna! Intelligence Estimate (MIE) 11-15
NORAD Master Plan (USAF)
POM Serials (published by OP-90i)
RDDOs from CINCs (also see SITREP messages)
Space Master Plan
Special Warfare Master Plan
Sponsor Frogram Proposals (SPPs)
Surface Warfare Plan
Tech Base Planning Guidance & TTPG
Top-Level Warfare Requirements (TLWRs)
USMC C2 Master Plan
LUSMC Midrange Objectives Plan
Warfare Appraisal/CPAMs:
~—Amphib/SPAWAR
~AAW
—ASW
—Chemical
~EW
—Maritime Strategy CPAM
—Mine
—RDA CPAM
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—Space
—Strategic
—Strike/ASWU
~Summary
—Tactical C3

—Tactical Nuclear Wt
—Total Force CPAM %
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(The NOSC R&D Planning Guidance Group has most of the documents listed in Table 4.2.)

In many cases, it may be necessary to apply an existing solution to a problem. Be on the lookout
for sponsors. Take advantage of Fleet, Lab, and even industry conferences where the sponsors are
speakers. Use opportunities at conferences to question key players. Also, refer to the conference when
asking for appointments in the futurc.

When meeting a prospective sponsor consider the following concerns:

The sponsors don’t know
—who you are
—your organization
—your product area/line
—what your organization stands for
—your organization’s customers
—your organization’s record and reputation

In meeting a prospective sponsor, first sell yourself, then ideas, and finally our organizational
resources.

4.2.7 Market Research

NOSC TD 799, entitled Windows of Opportunity for Naval Systems (U), SECRET, illustrates one
method for discovering opportunities. (Remember that in order to rzach an initial operaticnal capability
(10C) date. R&D may have to start up to 14 years beforehand!) Figure 4.1 shows windows of opportunity
as related to IQC dates for various representative systems. Examine the systems by answering the
following questions: What systems are currently in the Fleet? When were the systems purchased? When
will they wear out? What happened with past systems? What is the status of current systems? What
systems are being considered for the future? Have I missed the window? Should I focus on a midlife
upgrade or a new start?

Another method for predicting a possible opportunity involves ““affordability forecasting’ (Figure
4.2). In this approach, examine an area of interest under the control of a sponsor from the perspective
of funding history and market share. In other words, determine how much funding is available and
when the funds become available, then attempt to target the time of opumum cash flow in the area
of interest.

4.2.8 Market Research via Interviews

The best way. to find out what will be needed and when the ‘‘windows of opportunity’’ wiil open
is by dircct interviews. (These should ot be mixed with selling because the sponsor may not respond
favorably later.)

a. Have an “‘objective’’ market analyst conduct the interview. (The interview is done for
information, not sales, so listen to what the sponsor actually says, nct what you want to hear.)
Find out what this prospective sponsor thinks.

b. If you are operating as your own market analyst, call the prospective sponsor personally. (Ask
the sponsor for his/her views on the future for the arca of interest.)

¢. Do your homework. Read the publications authored by that office or which impact that office;
prepare questions and issues based on that information.
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Make sure proper clearances are forwarded.

Compile a questionnaire ahead of time. Establish priorities among the questions in case the
interview time is cut short. Start with simple yes/no questions and then move into the open-
ended inquiries. The sequence of questions should reflect a logical flow, a smooth transition
from topic to topic. Once the questionnaire is prepared, conduct a dry run. Do not take a
tape recorder to the interview. The sponsor will talk more freely if not recorded. If certain
specific information is to be retained during the interview, take notes. (Later, after the interview
is over, impressions may be taped so they are not lost.)

Develop and use interviewing skills. Ensure that the prospective sponsor is doing 90 percent
of the talking. Conduct the interview in the sponsor’s office (home territory). Sometimes it
helps to loosen up a sponsor by showing a hard copy of a viewgraph that reflects your
interpretation or summary of their publications, related plans, issues, etc. (This is one way
to indicate preparedness and familiarity with the situation.) Establish the prospective sponsor
as the expert. Remember that luniches are good for establishing rapport but are not the place
for hard data or classified ideas. Finally, ask what other people you should see and what other
material should be read. Leave the prospective sponsor something like a data plot, photographs,
charts, etc., and attach your business card.

4.2.9 Winning/New Marketing Strategies

After gathering insight into the marketplace, develop a market strategy. Marketing strategies should
consider the following items:

Identify “‘targets” early. When the customer is contacted for a proposal following the marketing
survey, communicate in the customer’s language and to the customer’s biases.

Select targets that match strengths; limit the number of targets to be pursued at any one time.

Identify weaknesses in abilities to compete and start correcting them by training, hiring, and
teaming. Increase contact with Fleet users and competitors.

Know the customer’s requirements/goals; read studies and Fleet operational reports related
to the product area.

. Determine if the customer considers you a *‘front runner’’(i.e., in the top three contenders);

if not, ask how to build up confidence for future proposals.

. Obtain management’s commitment and commit resources to staff a good proposal team. Give

the team sufficient time and resources (should be proportional to the size of the project).

. Help document the operational need. Submit requirement via CINCs (work through your local

NSAP office).

. Consider showcasing the proposed system in war games.

. Participate in high-level studies, appraisals, strategies, master plans, etc., or cultivate those

who do so 10 influence their recommendations to improve visibility.

j. Support the sponsor (establish an NSTEP assignment-—establish an *‘agent in place”).
. Offer to bail out troubled programs and your competition.

. Support the emerging Weapcns Systems Architecture/Weapons Systems Engineering

(WSA/WSE) process.
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4.3 UNDERSTANDING THE RDT&E PROCESS

In order to effectively market, it is necessary to have a basic understanding of the procedures used
for planning, programming, and budgeting as they pertain to the Technology Base, Advanced
Development, and Engineering Development programs.

4.3.1 The Planning, Programming, and Budgeting System

The Planning, Programming, and Budgeting System (PPBS) is a system that supports the DoD
decision-making process. The Department of the Navy’s RDT&E Management Guide contains
information on the PPBS. Figure 4.3 is included to provide a simple overview of the PPBS process.

4.3.2 The Program Objectives Memorandum (POM)

The POM is the document by which the Navy describes and proposes its total program to OSD.
It includes all Navy programs and force-level objectives and presents 8 years of budget information.

4.3.3 The 2-Year POM Cycle

Under the new 2-year POM cycle (Figure 4.4), the POM is prepared every other year, which is
referred to as the ‘‘on-year.’’ During an ‘‘on-year,”” the cycle commences during early November and
ends with the POM submission to SECDEF in May of the following year.

The first year of the 2-year POM development cycle is called the ‘‘off-ycar.”” It focuses on appraisals
and on the ‘‘State of the Navy.”’ The appraisal process, which consists of a series of appraisals, extends
over a 6-month period as shown in Figure 4.4. These appraisals provide the opportunity for identification
and analysis of emergent major issues. Commencing in May of the POM development off-year, the
DON Program Strategy Board (DPSB) reviews proposals for adjustments to a single midyear Five Year
Defense Program (FYDP) update. The DON Consolidated Planning and Programming Guidance
(DNCPPQG) is the product of the appraisal and DPSBD processes and becomes the foundation for
the second year of the POM development cycle (the ‘‘on-year”’).

Actions during the on-year will focus on resolution of previously identified issues and earlier POM
development by the OPNAYV resovrce sponsors. Final development of the POM will commence upon
issuance of the DNPPG during early November.

4.3.4 Phases of POM Development

The three phases of POM development and their timeframes are
Program Planning — (5 months)
Programming — (5 months)
Final POM Development — (3 months)

4-13
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DPSB — DON Program Strategy Board
DRB  — Defense Resources Board

IPS.  — Integrated Priority Lists

ISR — Investment Strategy Review
PBD — Program Budget Decivion
PPC  — Prope sed Program Changes
SP?  — Sponor Program Proposaly

Figui: 4.4,
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4.3.5 Marketing in Synch with the POM Process

Since timing is very important in proposing/getting programs into the POM, the POM-90 schedule
is included (see Appendix 4A). As can be seen from Figure 4.5 and Appendix 4A, the POM process
is lengthy. As the process progresses and programs are programmed, it becomes more difficult to market
a program (see Figure 4.5). Therefore, unless the proposed program is urgently needed by the Navy,
it should be proposed early in the cycle. (If it is marketed late in the POM process, other programs
may have to be deleted to provide funds, thus making marketing more difficult.)

| FY-87 | FY-38 | Fra
CY-86 CY-87 CY-88
[oTeTu]aln]olo]als]ofnfo]si=fufafulsls]a]s|o]n]o J]r[ufalulslsfa]slo]nio
POM-90
Planning
POM-90
Programming
POM-50
Budgeting
EASIEST ‘
Relative
difficuity of
including a
program In the
FY-90 or FY-91
budget
4
NOST
DIFFICULT

Figure 4.5. Development of POM-90 using the 2-year POM development cycle.

44 THE SYSTEM ACQUISITION PROCESS

Figure 4.6 present; a simplified overview of the system acquisition process. The process is discussed
in terms of DoD’s RDT&E program categories, for example, Research (6.1), Exploratory Development
(6.2), and Advanced Development (6.3). (NVOTE: Advanced Developments also can occur under non-
RDT&E accounts such as Strategic Warfare (Program 1), General Purpose Forces (Program 2), and
C3I (Prograin 3). Category 6.3 also includes Advanced Technology Demonstrations (6.3A). Table 4.3
summarizes the acquisition categories (ACATS) and related information. Figures 4.7 and 4.8 and Tables
4.4 and 4.5 show the organizations/offices/pecple involved. Finally, Figure 4.9 illustrates the length
and involvement of the process.
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Table 4.3. Definitions and responsibilities for acquisition categories (ACAT).

\

' Acquisition

: Categories Documentation

‘ (ACAT) Criteria Decision R -vi-ements

SN I Major Programs: TOR SCP
¢ >200M RDT&E SECDEF DOP DCP

in production *IMSNS and
¢ National urgency TEMP

® As directed

IS Less than Major Programs: SECNAV TOR NDCP

— ——— | * >100M RDT&E or DOP &
Inc >200M Prod CNO OR TEMP

111 ¢ Significant impact on DCNO/ TOR TEMP
military characteristics DMSO DOP
OR

IVT ¢ All other acquisitions SYSCOM TOR TEMP ‘
¢ OPEVAL required COMMANDER | DOP £
OR

g

IVM All others SYSCOM TOR TEMP
COMMANDER |} DOP
OR

TOR  — Tentative Operational Requirement
DOP — Development Options Paper
% JMSNS — Justification of Major Systems New Start
b! OR — Operational Requirement
) DCP  — Decision Coordination Paper
SCP  — System Concept Paper
NDCP — Navy Decision Coordination Paper
TEMP — Test and Evaluation Master Plan
é
E

*The JMSNS starts as an OR within the Navy and ACAT [ status and other endorsement by JCS.

&

4-18

E 200 o 0 B0 2P ™0 wPE aWB o8 a8 aPB att ¥ %2 a2 o a%3 o' o oW oW oK 208 a7 aVE ARV IRV TR aPE a8 cQ 2 o 18" TE oW oW PR R SR P WSV T o o'F .70 o' AR AR (8 19 .2 A AT N 4 P



:
%

SO LA ANAL AN AL AN AU A W MR AMAMNA NN MR YAY FUF LWL W UL WY o W MR e LR R e

- A e W v

*553004d uosInboR SWAISAS 3Y) JO MIAIIAOC LY L'y 3andyq

I ! |
} A93LVHLS NOILISINDIY— | |
| } |
. AUVANNS S31934VH1S
(9z"000s 93g) | ONIONNS GINNY I~ | NOILISINDOY— l
| SYILINVHYY SSINIQYIY | SISATYNY NSiti— | QSiuww_wmu
dJaN “ L ONY 3ONVWHOU3d— } )
AN ) 03033N WLSAS 3dAL— ) SIS 1500~ ) Eﬁawwﬁau
PN | | $37N03HOS— |
I ANIN3LYLS Q33N | I ONINOOLHOHS
NOISSIW Q3LYQITVA— 13A37 3ONVNHOIHId— Q3IN3IHO-NOISSIN—
WOd ] | |
| | {
T ! L [
1 AINIWIHINOIY ! SNOILdO ! LIN3W3HINO3Y o
! TYNOILYHIdO ] N3IWdO13A3 ] TVYNOILYH3dO <
i | I JALLVINIL
(dW3L) NVd HILSVI _ [ [ I
NOILVNIVAS ¥ 1531 : | | \
| |
ON)D | | }
[ I
| {
] | |
} | }
ONVYWINOD SWILSAS | ONO | GNVAINOD SW3LSAS I OND
| ! !
] ] |

&

&

KA N S AL Y MR IR B Bl P S ORI NN

3
\
\)
mwmmwmjmwammmmnmnmxummw_.\n..'*.a"-.p'\.p.hu"u".n\p‘*ﬂm)n\r.WN-W“ ":



|

TS LS ATEATG 1 TSN LI ATEA TR ATOATEA T A AT LT AT RSV G AT AT IR VN L TR M GATEATAE G WU ATV IEA T AR ATR NS W AT A LI L 7% LIt T T34 L T V-0 A0 20 1 i Y 0} Tl 3TN QW 1704

®

|
|
§
N

-

*$$3201d UOISIAP uouIsinboe SWAISAS Yl 1t paajoaul djdoad/sadj0 g p andiy

SNSV e
OND e ONSN
><zwum “ OWSN LYIHVI3HOIS
AND vdO ¢ YdO e
» ¥ x» L3R 3% L 3
8Sdo 830 Ho Otd oyad
L3R N L 3R * x5 % » % x5 ¥ x ¥ ¥ ¥ ¥
ace60 9860 09 28 08 18 aro (8) Heo 860
¥ 8 ¥ X ¥ — _ ¥ » —
£60 860 90 4]
LR * % ¥ » ¥ % ¥ ¥ ¥ %
8560 8v60 05 ae0 820 4%
¥ x x5 *¥xx * »¥x ¥xx *xx r ¥ %
$60 60 s0 060 €0 20 10
nx
dyd 'OWND ONDA
N0 OND 1vidvi3uoas
vdo | AVYNO3S

4-20

m
:
g
z
:
§
L
:
:
g
2
:
P
m
!
!
;
n
m
:
w
m
:
:
:
m
|
5
5
5
5
5
5
R
:
-
!




LWMWWWMWUIM““W“H‘U‘“M»‘H“UI NRMRYN™E MRINAMEKNANAERN =8 NANSE NN RS “ug
Fm‘“m

4

1

!

@ Table 4.4. Resource sponsors and tasks.
PLATFORM SPONSORS
Aviation ...t OP-05
Submarine ............. ..ol OP-02
Surface ...l OP-03

03 OP-094
Command/Administration....................... OP-098
Intelligence.........oooviiiiiiiiiiiiiiiiiennn. OP-009
LOgisticS . .ottt i i OP-04
Manpower, Personnel, Training .................. OP-01
Medical............cviiiiiiii ittt i OP-093
Military Assistance ...........oovvieereenennnnn. OP-08
Plans, Policy, Operations ................ccccu.. OP-06
Underseas Surveillance/Oceanography ............ OP-095

TASKS OF PLATFORM AND SUPPORT SPONSORS

) ¢ Develop programs
¢ Participate in appraisals/CPAMs

¢ Initiate the OR
T

Table 4.5. Summary of claimants’ responsibilities.

¢ Have primary responsibility for program execution.

¢ Submit suggested programs to sponsors (SYSCOMS provide
pricing information).

: ® Review and comment on proposed programs.
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@ 4.5 RESEARCH (primarily Navy 6.1)

The Chief of Naval Research (CNR) (Figure 4.10) is responsible for Navy Research (6.1) which
includes the preparation and submission of inputs to the POM process. CNR is provided major assistance
by the Office of Naval Research (ONR). Money appropriated for Research is distributed by CNR to
the Claimants. ONR is the Principal Claimant. Other Claimants include NRL, NORDA, the NPGS,
NMRCD, and a few other activities with very minor research programs. (The SYSCOMs no longer
receive Navy 6.1 money, i.c., they are not a 6.1 Claimant.)

4.5.1 Sources of 6.1 Funding and Marketing of 6.1

a. CNR 6.1 Funding

About half of NOSC'’s 6.1 funds are received from CNR via the Technical Director of ONR. These
funds are for the Independent Research (IR) Program. The amount is determined by the Technical
Director of ONR following review of previous IR programs. However, the detailed project structure
of the IR Program is determined indirectly by NOSC. IR is ‘“‘independent’’ of Washington control.
Each year the Technical Director of NOST issues a call (about March/April) for proposals from the
& NOSC technical community to do high-risk research. Written preproposals are reviewed by the Program
! Director for Research who decides which proposals will be made orally to a group of peers selected
specifically for each meeting These proposals are evaluated and the resulting recommendations are
sent to the Technical Director. The aggregate of projects selected by the Technical Director constitutes
the NOSC Independent Research Program.

b. Funding from ONR Code 11

NOSC also receives 6.1 money (PE61153N) from ONR Code 11 as a result of proposals. It is with
this type of funding that NCSC strives to transition high-risk IR work into exploratory development.
Froposals are encouraged in this area from NOSC technical personnel performing {R work. Individuals
are encouraged to discuss their potential proposals with the NOSC Program Director for Research

and to prepare such proposals. The ideal time to submit proposals is in the spring, prior to start-up
of the next fiscal year.
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CNR
|
6.1 CLAIMANTS
1.
{ |
P.E. 61152N P.E. 61153N
(IR) (CRP/ARP)
[ ONIIR ONL —— ' i p
ONR s L  NORDA NMRDC
TECHNICAL CODE 11 CODE 12 NP NR
DIVISIONS
SPAWAR
LAB FUNDING Contract Research Program (CRP)
Applied Research Program (ARP)
Figure 4.10. The organization for research (6.1).
c. “Cost Sharing” of 6.1 by ONR Code 11 S

There is a special category program under ONR Code 11, popularly called *‘cost sharing.’’ Cost
b sharing was established to encourage the participation in Code 11 programs by Navy Centers. For this
i program, ONR Code 11 holds back some 61153N funds to assist ONR Technical Officers in their
sponsorship of especially noteworthy Navy Center research proposals. Near the start of the fiscal year,
ONR Technical Officers present their proposals for the cost-sharing program. These proposals are
esscntially the same as have been presented to the Technical Officers by the Navy Centers. At the same
time, each of the Centers prepares a priority list to submit for all those projects that the ONR Technical
Officers are submitting for cost sharing. ONR Code 11 then, based on an ONR evaluation and Center
priorities, decides which projects qualify. For ‘‘sharing the cost’’ proposals, additional funding equal
to that already earmarked by the Technical Officers is provided, that is, funding for the project is
doubled. Those Technical Officers who do not succeed may still support the Center with whatever
funds that are available.

d. 6.1 Funding from ONR Code 12

The 6.1 money that ONR Code 12 is responsible for is the same money that had been previously
provided by ONR to the SYSCOMs. NOSC expects to be a recipient of a substantial fraction of this
6.1 money. Individuals are encouraged to suomit proposals to ONR Code 12 via the NOSC Program
Director for Research. Discussions should take place as early as possible. The ideal time to submit
proposals to ONR is ius the spring prior to start-up of the next fiscal year or any time prior to 1 October.

¢. 6.1 Funding from DARPA

)

]

R

E It is possible for NOSC to get 6.1 money from DARPA. However, DARPA frequently requires

E that much of the work be channeled to industry. This mode of operation is contrary to the Research ‘@
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Policy of NOSC because this Center must observz the 70/30 in-kouse/out-house rule, but this can be
partially alleviated through the use of RCPs. This work often involves high risk/high payoff efforts
involving special accesses and can often provide a route to build up expertise and access needed for
future work processes.

f. 6.1 Funding from Army and Air Force

Our sister services also sponsor research with 6.1 Army and 6.1 Air Force funds. This is mostly
administered through the Army Research Office (ARO) or the Air Force Office of Scientific Research
(AFOSR). Proposals are made to those offices or other Army or Air Force offices which they may
designate. Such proposals are made directly by line organization personnel. The proposals should be
for good basic research of ioint interest to the Navy and the other services.

g. 6.3 Funding Used for Research

The Strategic Defernse Initiatives (SDI) Program is categorized as 6.3 type funds. However, under
this umbrella, some basic research is dorie. The NOSC Program Director for Research monitors all
SDI Research work which is sponsored in the Navy, the ONR, and in the other services where it is
coordinated through ARO or AFOSR. Such work is on-going at NOSC.

h. Research from Other Agencies

It is permissible to make research proposals to other federal agencies provided the work is of interest
to the Navy. Currently we have work sponsored by NASA, DOE, and other agencies. These proposals
are made on a case basis. They must necessarily constitute only a minor fraction of the NOSC Research
Program.

4.5.2 Road Map for 6.1 Marketing and Proposals

Figure 4.11 indicates where 6.1 marketing could be targeted and how 6.1 proposals should generally
be reviewed/routed/submitted.

Table 4.6 summarizes possible 6.1 marketing actions and the timeframe for such actions. This
is included to guide individuals in taking 6.1 actions at the appropriate time.

4.6 EXPLORATORY DEVELOPMENT (6.2)

4.6.1 6.2 Responsibility

The Chief of Naval kesearch (CNR), Office of Naval Technology (ONT), is responsible for advisory
and oversight of the Exploratory Development Program of the Navy. This includes preparation and
submission of the Exploratory Development input to the POM. The approximate scheduie (may vary
somewhat from year to year) for getting inputs from the Block Claimants, and for conducting the
necessary reviews, and finalizing the 6.2 Program is shown in Figure 4.12.

4.6.2 NOSC Organization for 6.2

Figure 4.13 shows the NOSC organization for managing the seven Exploratory Development blocks
for which NOSC is responsible.

4-25

Micol R LN LEAELE AW "W LW /W WLAW L T T e T T T AR T e e R R TR TR TR

Ak

e m m e —————— S L A ——————r A AL A $ W K K BN ACTCPR S LF oK P o K KM MG T N B A A W T YTy

WA M W M N AT M WY R IO IO I N o R A TR e e M T Ay W R g F W a W g TR T @ QT M a QG TR MWW (R Wy AT 0@ HE S LM TNy T i g N



(PR CNR
l— I" ONR
ONR b Other A,
Technicar | ! | cooe 1 Comtzl Techneal Ism FW‘]f ][ 4
DIRECTOR | ! | Othcors Agencies ar |
T I t 1 ] 1 1 )
1 i ' 1 I i ] 1 1
[ SR SRS ) NS AU X [PV N Y U IR PN TS |
[ 1
]
P I NOSC
f |cmo13 Uuuqn]
] ] t
! ' )
I ] ]
]
——mn Comutseen I NOSC‘ e - - - - F]
- = = tsrewng
— Propesat Rue terd varyy

Figure 4.11.

Table 4.6. Summary of possible 6.1 marketing actiouns and their asscciated timeframes.

Possible Action

Marketing and proposals (6.1) by NOSC.

Timeframe

10.

1L

N I LN T L N o L A A U L N L e N X O O CONNG AN 1, o001 e M W T ® k™,

1
2.

Think of/seek out good research items.

Discuss your idea with the NOSC Program Director for Research.

. Arrange to present your idea for informal criticism (e.g, at NOSC

Program Director for Research’s “Research Coffee.”

. For Independent Research, submit a preproposal to the NOSC

Program Director for Research in response to the Technical Direc-
tor’s solicitation for such proposals.

. For ONR proposals, informally discuss your idea with ONR.

Asceriain the best individual to contact by discussion with the
Program Director for Research.

. Make an Informal Proposal to ONR. Discuss first with the Pro-

gram Director for Research.

. Submit a Formal Proposal (DD 1498) to ONR. Discuss with the

Program Director for Research and your line management.

. Discuss your idea informally with DARPA, Air Force, or

Army. Consult with the Program Director for Research.

. Make an informal Proposal to DARPA. Consult with the Pro-

gram Director for Research.

Make a Formal Proposal (DD 1498) to DARPA. Get assistance
from Program Director for Research and concurrence of your
line management.

Discuss possible proposals with key personnel in other agencies
that sponsor research and make formal proposals to those agen-
cies in whatever format they specify.
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TO CNR (17-JAN)
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1 (10 APR)
' PREPAHATION OF §
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| STRATEGIES (MAS) )

ONT FORWARDS DNT FORWARDS
PRELIMINARY MAS PRELIMINARY BLOCK PLAN
TO LABS/SYSCOMSs (BP) GUIDANCE TO LABS
(20 MAR) (20 MAR)
ONT FORWARDS ONT FORWARDS
FINAL MAS FINAL 8P GUIDANCE
TO LABS T0 LABS
(19 MAY) (19 MAY)
b
4 BLOCK PLANS PREPARED
b BY LEAD LABS/CLAIMANTS
b (20 MAY-20 JUN)
e L , ] |

REVIEW BY DIVISION DIRCCTORS
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DIVISIONS AND SYSCOM INPUTS
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RECEWED AT ¥
BLOCK PLANS VIEWED
ONT/SYSCOMSs AS ACCEPTABLE
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(1-20 JULY)
REVIEWED APPROVED
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BLOCK PLANS SIGNED BY
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5 LEAD LABS/
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b FOR REVISION
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AR
SIGNED BY
ONT
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[ @3 Figure 4.12. Exploratory Development Block Plan preparation, review, and approval.
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% 4.6.3 Marketing of 6.2

Marketing of 6.2 programs should be conducted primarily with the Block Managers as shown in
Table 4.7 and Figure 4.13. However, as shown in Figure 4.12, the SYSCOMs revicw and comment
to ONT on the Block Plans prepared by the Lead Laboratories/Claimants necessitates that some dialogue
at the SYSC OM level be initiated depending on the nature of the project. For those cases where the
proposed program falls under the cognizance of another Block Manager, some marketing should be
conducted at that activity. (See Appendix 4B for a complete list of Block Plan Managers at other
Laboratories/Centers.)

-

Table 4.7. List of NOSC Block Plan Managers.

Technical Arsa Block Plan Manager Code
Command Systems J. Maynard 402
Communications & J. Clapp 808
Networking

Computer Technology R. Wasilausky 423
Lasers & Micro- I. Lagnado 5503

e ® electronics

Marine Mammals H. Porter 51
QOcean Surveillance V. Pusateri 705
Wide-Area Undersea D. Hanna 705
Surveillance

NOTE: These individuals are (for all practical purposes) extensions of ONT and should be approached
as you would any Washington sponsor.

4.6.4 Summary of 6.2 Marketing Actions

Table 4.8 provides a summary of possible 6.2 marketing actions and their associated timeframes.
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Table 4.8. Summary of possible 6.2 marketing actions and their associated timeframes. @

AL .

Possible Action Timeframe

1. Discuss your proposed 6.2 with the appropriate 6.2 Block Manager. (See  October-March
Table 4.7 for a list of NOSC Block Plan Managers.)

2. Discuss informally with potential sponsor(s). October-March

Develop a proposal (LPS). (see Appendix 4C for sample.) March-April or earlier

i

4. Have your proposal reviewed by your supervisor. Informally discuss the  April
proposal with NOSC Block Manager. Obtain in-house clearance for
marketing involving Block Plans outside NOSC.

Submit your proposal formally to the Block Plan Manager. Mid-May
Prepare the Laboratory Program Summary (LPS).

Prepare, staff, and submit a Formal Proposal (LPS) (except DARPA).
See NOSC Code 7405 for DARPA proposal support.

8. Contact the NARDIC Pasadena Office, AV 360 2452, regarding USAF
or Army 6.2. NOTE: Non-Navy/USMC work requires the TD’s approval.

9. Participate in IR&D reviews as an aid to Technology Base marketing.
A
4.6.5 Review of 6.2 Marketing and Proposals =

Figure 4.14 depicts the procedure for review and submission of 6.2 proposals by NOSC technical
personnel. This procedure will vary with the nature of the program and the prospective sponsor.

OTHER BLOCK MANAGERS NOSC BLOCK NOSC
AGENCIES OF OTHER LABS MANAGERS CODE 014
' (IED)
BRANCH/DIVISION/
DEPT HEADS
&

NOSC INDIVIDUAL

g

ﬁ Figure 4.14. Marketing and proposals (6.2) by NOSC.

@
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4.7 ADVARCED TECHNOLOGY DEMONSTRATIONS (6.3A)

% CNO, OP-987, administers 6.3A, and ONT provides advisory support to OP-987 on these programs.
Proposals are prepared by the laboratories and shown in Figure 4.15. ONT cvaluates 6.3A
proposals from the laboratories. In 1987, each laboratory was limited to submitting no more than four
6.3A proposals along with their Block Plans (submitted about mid-July). At NOSC, the 6.3A proposals
were obtained from Department Heads. The General Board voted on and prioritized the proposals.
Any program proposed for transition from 6.2 to 6.3A must be ready for such transition and have

~ strong NOSC, SYSCOM, ONT, and OP-987 support. With creation of the Balanced Technology Initiative

, *% (BTI) program and Conventional Defense Initiative (CDI) programs by Congress, there is increased
opportunity for 6.3A high risk/high payoff demonstrations. These programs are managed by OP-987
as adjuncts to their regular 6.3A program. When proposing any type of advanced demonstration, it
is critical to have an OPNAYV resource sponsor who will promise to pick up the effort at the completion
of a demonstration, given that it is successful. Most proposals fail due to the lack of this OPNAYV support.

Non-Acquisition programs such as 6.3A must follow the approval process outlined in OPNAVINST
5000.42C and generate Non-Acquisition Program Definition Documents (NAPDDs).

4.8 SOURCES OF TECHNOLOGY BASE GUIDANCE/NEEDS

The following are recommended docuntents for ascertaining Navy needs as pertain to the Technology
Base (6.1 and 6.2), and these are held by the R&D Planning Guidance Group.

¢ Fleet R&D Objectives/Deficiency Reports

e Mission Area Strategies (Guides Exploratory Development (6.2))
i; ¢ Master Plans

e OPNAYV Warfare Appraisals

¢ Key Naval Needs (Guides Research (6.1) )

CNO
OP-098
(RDT&E)
oP-987
ADVANCED TECHNOLOGY
DEMONSTRATION (6.3A)
Cl‘iﬁ /1\
ONT 1 1
e rphcid NAVAIR NAVSEA SPAWAR
T T 7
/r‘ INDUSTRY INDUSTRY INDUSTRY
48393 LABS
Figure 4.15 Organization for 6.3A program.
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4.9 ADVANCED DEVELOPMENT (6.3), ENGINEERING DEVELOPMENT (6.4), AND
OPERATIONAL SYSTEM DEVELOPMENT (6.6)

The RDT&E process for 6.3, 6.4, and 6.6 programs and those developments conducted with Program
1, 2, and 3 funds are much more complex than for the Technoiogy Base (6.1 and 6.2). The process
is not centralized such as the Block Plans for 6.2. The process for 6.3, 6.4, 6.6, etc., will be covered
in this section only to the extent necessary to properly address the marketing and proposals’ asgects.

As explained in OPNAVINST 5000.42C, when the need for a new system is perceived and is believed
to be affordable, OPNAYV transmits to the appropriate SYSCOM a Tentative Operational Requirement
(TOR) which describes the needed capability in general terms. All TORs are sent via SPAWAR. In
response to the TOR, the assigned SYSCOM(s) prepares a Development Options Faper (DOP) that
contains a menu of options from those of minimum capability and cost to advanced systems with greater
capability and cost. All DOPs are forwarded to OPNAYV via SPAWAR. OPNAYV then selects the
alternative that best matches the desired capabilities with affordability considerations. OPNAYV then
issues an Operational Requirement (OR); for Acquisition Category I systems, a Justification Major
System New Start (JMSNS) is also issued. When an OR is approved by OPNAYV, it signifies the intent
to fund the acquisition, and the sponsor must show funding in the POM within 3 years, or it automatically
dies.

Within OPNAV, a TOR or OR/JMSNS is originated and submiited by the cognizant code. It
is then reviewed within OPNAV by those codes that are involved or have an interest. The TOR or
OR/JMSNS is then approved by OP-098 and promulgated by OP-098 as explained. Figure 4.16 shows
the organizational structure for the preparation and processing of TORs, DOPs, and ORs/JMSNS.

In order for a system acquisition to be included in the Program Objectives Memorandum (POM),
there must be an approved OR/JMSNS for that system by 1 January for the upcoming POM year
(the on-year).

Since TORs, DOPs, and ORs/JMSNS are needed to initiate an acquisition, NOSC should, where
appropriate, assist in their preparation.

Additional information on the research, development, and acquisition procedures is contained
in OPNAVINST 5000.42C; it is highly recommended that it be studied. See Appendix 4A.

NOTE: The use of Category 1: strategic; 2: general purpose forces; or 3: C31 funds for RDT&E
is a sponsor-controlled option; the process is roughly the same for all programs when
viewed from a NOSC perspective.

4.10 ON-GOING AND/OR PROGRAMS TO BE INITIATED

Consider marketing in the areas of 6.3, 6.4, and 6.6 by trying to get a piece of a program that
is ongoing or is just being initiated. Getting a small piece of a larger program and doing it well often
leads to a larger piece, etc., and builds experience with lower risk. Again, start marketing early before
all the pieces have been assigned.
4.11 TOP-LEVEL WARFARE REGUIREMENTS (TLWR)

TLWRs are relatively new and are described in detail in a CNO CONFIDENTIAL memorandum,
Serial 0905C/6C349644 of 18 Aug 1986. They provide a master blueprint for future operational forces
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and mission areas within each force. The objective of the TLWR process is to provide force-
level operational requirements that enhance multimission capabilities, drive technological development,
and pace the threat into the 21st Century. In the future it is expected that the TOR/DOP/OR process
previously described will be preceded by the TLWR WSA/WSE process.

The research, develonment, and acquisition process, which starts with a Tentative Operaticnal
Requirement (TOR), provides a force-level frame of reference for development of requirements to be
met by TORs and ORs. Equally important, the TLWR process provides a means of assessing the war- «
fighting value of independently generated TORs and ORs. The TLWR process is illustrated in Figure

4.17. Participating/assisting in the TLWR process provides marketing opportunities. E
OPNAV SPAWAR SYSCOMS g
WARFARE REQUIREMENTS WARFARE SYSTEMS
BOARD ARCHITECT
OPERATIONAL FORCE WARFARE SYSTEMS
DESCRIPTION ARCHITECTURE
OF THE CURRENT
FORCE - SR,
<.
FORCE & MISSION WARFARE SYSTEMS
AREA TLWRs ARCHITECTURE OF
THE TLWR
¢
WRB EVALUATION
OF THE SPAWAR ARCHITECTURAL
ASSESSMENT & ASSESSMENT:
DIRECTOR TO THE OVERLAPS,
SPONSORS SHORTFALLS, AND
TECHNICAL
I RECOMMENDATIONS
SPONSOR REVIEW WARFARE SYSTEMS
ENGINEER
TORSs JI N ul DOPs
DECISION < AHCHITECTURE _,
CHECK «
ORs —>  EXECUTION » EXECUTION
Figure 4.17. The TLWR process. @
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@ 412 INTERNATIONAL PROGRAM FOR NEW INiTIAT:VES (IPNI)

4.12.1 General

It is possible to obtain 6.2, 6.3, 6.4, or 6.6 money under the IPNI. As a result of Congressional
mandate and CNO direction, funding is available for several new IPNIs. These include Foreign Weapons
Evaluation, NATO Cooperative Test, and NATO Research and Development Programs. Any program
proposed under the IPNI must be in response to, or in support of, a Tentative Operational Requirement
(TOR), an Operational Requirement (OR), or a Justification Major System New Start (JMSNS). I,
order to get a 6.2 program, it must be tied to a system or other for which there is a TOR, OR, or JMSNS.

4.12.2 Areas of Preferred Candidate Proposals

Proposals for doing work under the IPNI are desired in the following areas:
e Foreign equipment in production and operation

¢ Equipment that has a performance advantage over U.S. systems

¢ Alternatives to U.S. equipment in initial development

® Projects with low cost and with high payoff

¢ Willingness of foreign governments/contractors to share evaluation costs

f.‘ IPNI proposals are prepared in response to a CNO sponsor request, by a SYSCOM/ONR initiative,
= or as a Naval activiiy recommendation. Figure 4.18 depicts the IPNI proposal submittal and approval
process.

DUSD
T&E

ENGINEERING
CENTER

NAVAL
LABORATORY

RV

VWOWNWZO0OVWwW OZ0

} CoPY| L—>l gpawan
o w

Figure 4.18, [PNI proposals.
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4.12.3 Sources of Information for Sceking Out Candidates @

The following are recommended sources of information that may help identify a candidate for IPNI:.
e Foreign literature from Allied countries
e Foreign embassy Naval Attache releases

e Technical reports from information exchange projects

Consolidated listings by foreign governments

Vendor brochures
e Foreign periodicals
Information provided to the Labs by SPAWAR 10F

SECNAVINST and OPNAVINST 3960 contain detailed information on the IPNI Program
including points-of-contact within OPNAV and the SYSCOMs, a checklist, and formats.

For assistance on IPNI, contact the office of the Exploratory Development Program Manager
at NOSC, Code 014.

4.13 JOINT SERVICE RDT&E

OPNAVINST 5000.42C strongly encourages the use of a joint development effort for those programs
where there is a commonality of requirements between the Services sufficient to support a common
program. This should be considered when marketing an item that has potential for joint service usage ¢
and may be a way to do a program with less Navy money. ACAT I programs will automatically be s
required to be submitted for consideration as joint programs.

4.14 MARKETING OF STUDIES AND ANALYSES

CNO annually develops a Study Plan. The plan lists a series of studies, including assignments
of responsibility, aimed at deficiencies made apparent in the process of preparing the Defense Guidance.
When considering proposing major study efforts, the Study Plan should be reviewed to determine if
any duplication exists. Inputs to the Study Plan are provided by OPNAYV and the SYSCOMs. Major
studies and analyses should be marketed similar to other types of work. The Systems Planning Group,
Code 16, at NOSC has the responsibility for coordinating NOSC studies and will advise you as to where
to locate sponsors.

4.15 P™¢ - . SALS

4.15.1 Go. et

This section includes information on the procedures for the preparation, review, approval, and
submission of either informal or formal NOSC proposals.

Inform -l Proposal: Any document submitted to a sponsor for preliminary review and critique as egg.}
a prelude to ultimate task definition
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Formal Proposal: A document submitted to a sponsor that offers to perform specified work, for
a specified amount of funding, within a specified time

Solicited Proposal: The response to a request from a sponsor, wherein the ultimate decision as
to whether the Center will receive funding to accomplish an indicated task is dependent upon the
nature and quality of that response

Nonsolicited Proposal: The submission of a proposal to a potential sponsor without a request for
such a proposal

Submission of an informal proposal is in no sense informal marketing. Despite such labels as
“preliminary,”” “‘informal,”’ or ‘‘working papers,”’ submission of a documented proposal is a tacit
ofter to comnmit NOSC resources. The later refusal to accept an assignment because of lack of resources
would be counterproductive to future proposals. Accordingly, the procedures outlined here should be
followed prior to initiai submission of any type of proposal to a prospective sponsor.

Informal marketing leading to submission of a formal proposal, such as the Laboratory Program
Summary (DD 1498) (see sample, Appendix 4C) has prcven to be effective. Occasionally, a more elaborate
forma! proposai format or a draft Statement of Work is required or is more appropriate. In these
instances, the NOSC Proposal Format of Appendix 4D should be used.

The Commander, NOSC, has the sole authority to commit NOSC’s resources for accomplis). - .nt
ot proposed tasks. All such commitments are required to be reported via the the Laboratory Program
Summary ‘DD 1498).

In order o anticipate requirements for growth or attrition, NOSC management must maintain
a reasonable cstimate of new business prospects. After submission, each proposal manager will be asked
to report periodically on the status of proposals pending.

The method of proposal development recommended in this section comprises the development
cf an informal proposal followed by a for:nal proposal. Either an informal or formal proposal may
be solicited or nonsolicited. Remember, a 5,00d proposal by itself is insufficient but a bad one is *“lethal’’
and may hurt future proposals.

4.15.2 Developing Proposals

The submission of an informal proposal is a tacit offer to commit NOSC resources; do not oversell
or exaggerate. Keep in mind that the informal proposal creates the opportunity; the formal proposa!
establishes ihe contract. For the informal proposal, use B&P funding (department or major) or current
project funding if for the same sponsor and with the sponsor’s knowledge. This process takes time;
remember that your goal is to build a client/advisor versus a customer/salesman relationship. The
following are some guidelines for developing a successful informal proposal.

a. Make sure the proposal is of “‘book’’ quality, that is, it should look professional but not
too “‘slick.”

b. Develop a point paper or self-narrated brief. It must skim well. Keep it short and profusely
illustrated (illustrations should have instructive captions). It should appeal to experts as well
as laymen.

¢. Remember that the proposal teaches what it’s all about. It establishes or creates the need,
points out the opportunity, and provides the solution. It establishes the theme by addressing
the superiority of the approach. It should consider credibility, risk control, timing, cost,
management commitment, and the defined product or deliverable.
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d. Develop the briefing. This is very important—the superiority of an idea or design is not so @
self-evident that it does not require supporting data and presentations. Therefore, prepare
a first-class briefing designed for dialogue with the customer. Presentations should be to the
point and be presented by those who have the expertise to field difficult questions.

e. If possible, bring some or all of the following items, which are in priority order, to establish
credibility for the idea. NOTE: Items from the top of the list support the argument that you
are farther along than your competition.

Hardware

Mockups

Photos

Engineering type drawings
Artist sketches

Reports

Data

f. Sell the theme emphasizing that ‘‘we are farther along.”’

g. Detect/create a need/solution that the customer will recognize as valid and that is not available
from the competition.

h. Offer the sponsor something he/she can’t get elsewhere such as special experience,
Fleet/intelligence access, contracting authority, staff support, etc. Know the competition’s
strengths, weaknesses, tactics, and pricing infcrmation. Point out where you have more to
offer, but don’t “‘bad-mouth’’ your competition (especially if it’s in-house or at another Navy -
Lab.) e

i. Know the leverage points (i.e., critical thresholds, costs, etc.; make compromises elsewhere

to preserve these).

j. Cultivate a champion at headquarters on the sponsor’s staff; treat that person well; invite
the sponsor or his/her staff to NOSC for a review of available hardware and resources. Use
your ‘‘champion’’ to gain access to decision matters and to pull decision makers together
for briefings, etc. Provide your ‘‘champion’’ with a first-class briefing package.

k. Thoroughly review the proposal and make changes that will improve the document.

1. Offer to assist the sponsor and the sponsor’s staff in performing their job, writing papers,

documentation, TORs, etc. When you go to a sponsor with requests for action, take ready
drafts for that action.

m. Provide your sponsor with e-mail capability if possible. (It is an excellent way to provide
drafts and staff support.) Telecopies are also helpful.

Several things should be kept in mind when developing a proposal. First, prior experience is less
important than the best proposal. Second, time spent on a good presentation pays off more often than
additioral analysis. Be sure to bring in additional talent to the team as the requirements unfold, and
additional expertise is needed. Brief the proposal to NOSC upper management, if appropriate. Their
commitment and interest will help when the prcposal is presented to the sponsor.

>
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% 4.15.3 Formal Proposal

The following observations are intended to provide some help in approaching the formal proposal.

a. Use the Laboratory Program Summary (DD Form 1498) format and seek department
administrative support when preparing a proposal.

b. Identify and solidify resources. Verify manpower availability, vault space, costs/schedule,
and obtain necessary signatures and letters of agrecment.

c. A cover letter is most helpful (signed out as high as possible in the NOSC chain of command
to show management support).

d. Large programs will be done by letters of agreement; assignment of responsibility to (e.g.,
deputy PM, lead Lab, etc.). These will need your staff suppcrt in addition to writing SOWs, etc.

4.15.4 Format and Contents of Proposals

Appendix 4C is a sample of a Laboratory Program Summary, DD Form 1498. The 1498 is the
official record of NOSC’s commitment to the performance of any given task. An approved 1498 is
required for each on-going project and is necessary for funds to be released.

Appendix 4D contains information on the format and contents for proposals when the 1498 cannot
be used. Also included is a complete description of each item of such a proposal.

For those cases where a Statement of Work is required, the format and contents may be the same
e‘; as for a proposal (see Appendix 4D) but more detail will be necessary. (Some activities consider the
’ Laboratory Program Summary as being too brief and will require a draft Statement of Work.)

4.15.5 Steps for Developing and Staffing of Proposals

Appendix 4E contains a step-by-step procedure for the planning, preparation, review, submission,
and briefing of proposals.

4.16 INITIATION OF NEW PROJECTS

When the Center receives a task assignment and funding in response to a proposal submission,
the approved form 11ND-NOSC 3920/9 with the assigned NOSC project number constitutes authority
for immediate establishment of a funding resource number. When task assignments are received as
a result of marketing proposals, a 1498 should be prepared. When task assignments are received that
are not the result of a proposal, the cognizant department head will ensure that suitable technical plan
schedules and cost estimates are prepared and incorporated in a DD 1498, plus Form 11ND-NOSC-3920/9
for management review and numbering. The department head’s signature on the 12IND-NOSC-3920/9
certifies that he/she has positively ensured that all necessary support has been coordinated with

performing divisions and departments. These completed forms are the official record of NOSC’s
commitment.

B
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APPENDIX 4A

POM-90 SCHEDULE OF EVENTS
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POM-90
DUE DATE

JULY 87

JULY-
AUG 87

AUG 87
AUG 87

AUG 87

AUG/SEP 87
SEP 87

SEP 87
SEP 87
SEP 87

OCT 87
OCT 87

OCT 87
OCT 87
OCT 87
OCT 87
NOV 87
NOV 87
NOV 87

NOV 87

NOV 87
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POM-90 SCHEDULE OF EVENTS

EXAMPLE

LEAD/
EVENT ASSIST
Maritime strategy appraisal OP-06
Apportionment Review of FY 88-89 OoP-92/

Claimants
C31 Appraisal OP-094
Revised fiscal guidance for Summary OP-90

Warfare Updates

Submit Extended Planning Annex OP-91
(due 17 AUG)

Medical Strategy CEB OP-093
Publish RAD V and RAD VI OP-90
¢ Resource allocation display of SEPT

DON FYDP (reflects FY 88-89 appor-

tionment review)
¢ RAD VI forwarded to claimants
MPT Strategy CEB OP-01
Electro-magnetic interference (EMI) CEB  OP-094
Non-nuclear ordnance (NNOR) output  OP-095
briefings
Surface Ship Maintenance strategy CEB  OP-03
Navy position on Theater Nuclear Warfare
(TNW) OP-095
Summary Naval Warfare Anpraisal update = OP-095
Investment Strategy Review Update OP-91
Competitive Strategy Review OP-06
Implementation/Defense Guidance review  OSD
Training CEB (semi-annual) OP-01
Space Appraisal OP-094
Distribute outline of Draft FY-89 Total OP-06
Force Report to Congress
Claimant POM-90 issues reviewed and OP-90

distributed (due 1 NOV)

Unified CINC IPL submission OSD
(due 11 NOV)
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MECHANISM
PDRC and CEB
Meetings

PRC

T ncument
Document

Pre-CEB and CEB

POM Serials with
computer printout

Pre-CEB and CEB SN
Pre-CEB and CEB >
NNOP board

Pre-CEB and CEB
Pre-CEB and CEB

PDRC and CEB
PDRC and CEB
PDRC and CEB
DRB meetings

PDRC and CEB
PDRC and CEB

Document
Issue papers

D ”{:::E"
ocuments k&f N
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% NOV 87
NOV 87
NOV 87

OCT-DEC 87

DEC 87

JAN 88
JAN 88

JAN 88

JAN 88
FEB 88

FEB 88
FEB 88

FEB 88

FEB 88

FEB 88

B

Component Commanders POM-90 issues
received and distributed (due 15 NOV)

Planning and Programming Guidance
DSPB

Issue DON Consolidated Planning and
Programming Guidance (DNCPPG)

Distribute baseline assessment memoranda
o Costs based on force and support levels
—Manpower, Personnel and Training
—Logistics, including BOS
—Ship Maintenance/Modern.
—Naval Reserve
—Physical Security (non-BOS)
—Mapping, Charting and Geodesy

Defense Guidance issued
(30 DEC is target date)

Reprice MPN for RAD VII

Publish RAD VII and RAD VII

¢ Resource allocation display of JAN
FYDP

e RAD VIII forwarded to claimants

Publish CPFG

¢ Final programming guidance

¢ Fiscal controls

¢ Guidance to sponsors for development
of SPPs

Medical SPP presentation

Joint Service Program Briefings

Submit Medical Sponsor Program
Proposal (SPP)

Draft Medical POM review by DPSB

Compiete verification of database update
(medical)

Resource sponsors submit heads-on reports
on major POM-90 program requirements
(to provide early perspective of total
program requirements during Medical
POM DPSB)

Provide Initial SCN/APN Plans
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OP-90

OP-90

IP-90

OP-01
OP-04
OP-03
OP-09R
OP-09N
OP-006

OsSD

OP-01/NMPC
OP-90

OP-90

OP-093
RS/70P-90

OP-093

OP-90

OP-90/
OP-093

Resource
Sponsors

OP-03/05

v
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Issue papers

DON Program
Strategy Board

POM Serial

Documents only

Memorandum

Memorandum

POM Serials with
computer printout

POM Serial

PDRC/PRC

Presentations to
other services

Documents and
database inputs

DON Program
Strategy Board

Examination
of computer
printouts

Documents
(guidance to be
provided by
separate memo)

Documents and
database inputs
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FEB-MAR 88

FEB-MAR 88

FEB-MAR 88

FEB-MAR 88

FEB-MAR 88

FEB-MAR 88

FEB-MAR 88

FEB-MAR 88

FEB-MAR 88

MAR 88

SO

V."‘;Kd'

Resource Sponsors Submit Sponsor
Program Proposals (SPP)

Complete verification of program database
update

Submit Sponsor Program Proposal

Decision Documents (SPPDs)

e Each resource sponsor responds to top
five issues from each claimant and to all
component commander issues which
define CINC IPL issues.

Issue CNO g.. _ace to resource sponsors
for EPA development

OPN/WPN displays to SYSCOMs for
repricing

SPP Presentations

¢ Detailed briefing/documentation

o OPs-90B/06/006/009 provide documen-
tation only

CIVPERS Review

Forward Database Displays and SPPDs to
claimants for review and comment

SYSCOMs deliver OPN/WEN repricing to
OP-92

Draft Medical POM Submission to
OSD(HA)
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OP-01
OP-02
OP-03
OP-04
OP-05
OP-06
OP-009
OP-09B
OP-006
OP-094
OP-095
OP-098

OP-90

analysts/
Resource
Sponsors

Resource
Sponsors

OP-91

OP-92

Resource

Sponsors

OP-90

OP-90

SYSCOMs/

OP-92
OP-90
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Documents and
database inputs

&

Examination
of computer
printouts

OP-90 will
forward
documents and
resource displays
to claimants

POM Serial sy
¥

Computer

printouts

PRC/PDRC

Examination
of computer
printouts

Documents

Documents

Memorandum
with computer
printouts
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MAR 88

MAR 88
MAR &8
MAR 88

MAR 88
MAR 88

MAR 88
MAR 88

A% MAR 88

MAR 88

'f APR 88

APR 88

APR 88

MAY 88
JUN 88
JUL 88

Distribute Post-SPP Assessments
—Manpower, Personnel and Training
—Logistics, including BOS and strategic
—Ship Maintenance/Modern.
—Naval Reserve
—Physical Security (non-BOS)
—Mapping, Charting and Geodesy

OP-090/Appropriation Sponsor Reviews

Post SPP Training Assessment
POM-90 DPSB Review

Final reprice of MPN

Establish final manpower controls

Claimants submit SPP comments/reclama
to OP-90

POM documentation in accordance with
POM Preparation Instructions (PPI)

Submit EPA Platform Procurement Plans

Database lock and final balancing

Submit POM-90 to OSD

Publish RAD IX and RAD X

¢ Resource allocation display of APR
FYDP

¢ RAD X forwarded to claimants

Resource sponsor inputs for EPA

Submit EPA
POM 90 program review

Final program decisions

4-45

OP-01
OP-04
OP-03
OP-09R
OP-09N
OP-006

OP-90/92
Apnropriation
Sp s

OP-01
OP-90

OP-12/NMPC

OP-9%0/
OP-12

Claimants

Resource
Sponsors

OP-02/03
05/095

OP-90

OP-90

OP-9%0

Resource
Sponsors

OP-91
OSD
OSsD
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Memoranda

Meetings

PDRC

Briefing to DPSB
by resource pillar

Memorandum

Memorandum

Documents

Documents

Documents to
OP-91

Adjust database
to fiscal controls

Letter, database
tape, documents

POM Serials with
computer printout

Documentation

Documentation
DRB meetings

Memorandum
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APPENDIX 4B

LIST OF BLOCK PLAN MANAGERS
AT EACH NAVY LABORATORY/CENTER
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IUNCIASSIFIZD NOSC - SO 33202 Aev "241 DD - &% 1408 %:
¢ AGEMNCY 4CTESSION® 12 DSATE JF Summaty @ REPOAT CONTAC SYMEOL 4
AESEARCH ANO TECHNOLOGY WORK UNIT SUMMARY
I T DN234 851 l01 Oct 86
’ 3 DATE PAEY SUMAY |4 KIND OF SUMMAAY S SUMMAAY SCTY®1 & #OKK SECLMTY @ 1! AECRADING® (48 DISBN TR ::::':."‘!‘:cl%‘::éluss!guuutvu -
D=Change u c NA l DX Cives (Jwo o woan umer
10 O/ CQO”7S ¢ MMOGAAM CLEMENT PROIECT a BER ] SUSPROL/TASK i AORR il MUMBER CtvanCyC PICEST
o any scN NSEA ! NSEA 1944~-M517
» CONrmiguTMG Q o 0 MW
¢ 2R00uCT MMacoot 32 Underses Countermeasures
' TIE 120000 oo Senuny Cistscants Coo0:® (1J) MINE NEUTRALIZATION SYSTEM
T ICHATHC W0 TEwOL0GCA, MY 1908 (nderwater Ordnance
_qm__m;m:.zv 1210 Marine Engineering
13 STaAT Datg 14 ESTIMATED COMMLETION DATE ll! S1MOING I‘G&'-C' 14 PERECAMANCE WE'~00
Jul 72 Sep 88 ! DN NP C.1In-House
17 CONTRACT.GAANT 110 AESOUACES £STIA TE 5 SBOSESIIDNAL VAN (€4S, T SLNOD +1% "Musendss
a vaTesEssECTVE M CreaTiON NA | PAECEOG
banashd NA "-s‘f:- 86 7.0 2075
¢ vt NA o amount NA ,c"““é‘z 7.0 | 1237
o S0 OF awan0 ' CuM TOTAL J_A 88 | 4.0 ] 830
[0 ALSPONGIacE 000 ORGANUIATION r 391 345 l 20 SEASORMMNG CACAMZATION . 393159 ]
MSLT  NAVAL SEA SYSTEMS COMMAND (NSEA) waut®  NAVAL OCEAN SYSTEMS CENTER {(NOSC)
Hine Warfare Sys Project ‘ Eng/Computer Science Dept
A00nEss * bag .
Washington, DC 20362 ! San Diego, CA 92152-5000
AESPONSILE MOVIOUAL PRNCIPAL WVESTIGATON 15 SSAN o+ US SCI00m (RSO,
nane ZORA,G. (NSEA-PMS407D22) “av€ ° WHEELER, H.C. (NOSC-944)
o 202-692-4352  0n519-225-6862
v GAMERAL usSE 'mcsr-r.avons
P NA
e M-Military Application Only s NA a5
B RETWORGS :Srcese £ACH o3 Secunnr Cassicota} fep Ocean Technology; (U)Mine Countermeasures Equipment; °
(U)Remotely Controlled Undersea Vehicles; A ad
23.(U)OBJECTIVE. Provide NAVSEA design, fabrication, test and product assurance
support in several areas relating to the development of the Minie Neutralization
Systen.
24.(U)APPROACH. NOSC 13 Technical Direction Agent (TDA) for MNS Prcgram, and is
responsible for following tasks: a) assist NAVSEA 1in directing contractor for MNS
production and b) maint2in drawing baseline,
25.(U)PROGRESS(Jan-May 86). Technical agent aczivities were continued, Monitoring of
the Honeywell producticn contract involved attendance at several management, design
revievw and test planning meetings, Documentation was reviewed for the production
contract of MNS. Evaluation of engineering change proposals (ECPs) for drawing
correction and design improvement continues, Other contract delivery line :tems
(CDRLS) are being reviewed, Preliminary ccmponent and systems tests have started on
the second two units, Factory acceptance tests wsre completed on the first system.
Handling system redesign for a lo# magnetic signature was completed and the first two
systems shipped. One handling system was shipped to mine counteraeasures Ship 2
(MCM-2) .
. X3 whon 3 edvOve:
! OCT 85 L2S p: S5-421%
OPNAVINST S5513.7B-17 CG Applies, T
_uz:c:.;\ss FIize
E;' ASSISICAT'ON NELBUAT DNIGUIDANCE m
oy
v,
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A TsnircATION NAVAL OCEAN SYSTEMS CENTER
N 2UNCLASSIFIED LABORATORY PROGRAM SUMMARY NCSC 5D 1320.3 Ae 36
t AGENCY ACCESSION 10 A 4 DIV NOSC PROJ NO 6 A NAR 48 N%0SC JCAL 27 TECH AGENT 1IE DIE EACM BLK 191
DN234 &S1 944~-MS17 Fa cCot
19 SPONSOR ACRO/IYM TOA 1 PROG ELE 10A JSUSPROECT ™ASK 26 PMICA IQENTIZICATION 116 QI8 ERCM LINE 01
NSEA SCN NSEA
28. MANPOWER AND COST ESTIMATES ery CFY CEV 1 l CFY +2 CFv -3 ! CEV -4
MAN-YEARS: ] z
A. CIVILIAN - PROFESSIONAL 7.0 7.0 4.0 ’ ! J
81. CIVILIAN . TOTAL 8.0 8.0 5.0 i | ’
82. MILITARY - TOTAL ] | |
LASOR AND OVERNEAD i
C1. CIVILIAN LABOR & OVERKEAD (sx)l  1450.0 977.0 | 540.0 ' l
C2. MILITARY OVERNEAD 18K} | | i i !
C3. TOT4L LABOR & OVERMEAD 18K 40,0 ] 977.0 | 540.0 ° !
01. MATERIALS AND EQUIPMENT  1SK) 10.0 | 0.0 0.0 ] | !
D2. TRAVEL AND PER DIEM ($x) 60.0 60.0 40.0 | | |
- D3. OTHER (COMPUTER & TRANSFERS) 18K) | ] ’
€. CONTRACTS ol 5550 | 300.0 | 250.0 | ! !
F  TOTAL PLANNING ESTIMATE 13K  2075.0 1337.0 830.0 H |
G. FUNDS AVAILASLE 8K 15g7.7e |
N. RACP FUNDING l J
{DO NOT INCLUDE ABOVE ($Ki) l 0.0

1. SPECIAL AEQUIREMENTS/NOTES
*Includes 2.7K FYS84 and 384.9X FYBS carryover.

*1

U
29. BACKGROUND, 30. PLANS AND MILESTONES. 31. REFERENCES. 32 MALOR CONTHMACTS. 33. S"ECIAL REQUIREMENTS
29.(U)BACKGROUND. Current mine neutralization zethods employ vectored surface crafw
carrying neutralization charges to disable botzom mines. Moored mines generally are
cleared using a variety of mechanical and influence sweep gear. Cerzain mines nay be
more readily amenable to neutralization through the use of a tethered remote
controlled vehicle capable of dropping a charge on a bottom case or attaching a cable
cutter to a mooring line. Such a vehicle would be d2ployed from a fleet Ocean
Minesweeper with a store of cutters and charges for extended and repeated operations
consuming less time per neutralization than with conventional ethods.

30.(U)PLANS AND MILESTONES.

£YB86. AssSist NAVSEA in direction of the MNS zroduction Contractor. Transition
drawinag baseline to Naval Mine Warfare Engineer:ing AcTivaty (NMWEA) Yorkzown, VA.

31.(U)REFERENCES.

1. NUC TN 675, Remote Controlled Vehicle Mine Neutralization System (U),
CONFIDENTIAL, Code 6512, Feb 1972,

2. NCSL Report, Design Tradeoff of a Controlled Underwater Neutralization
Vehicle System (U), CONFIDENTIAL, Feb 1972,

3. NAVSEC Specification 6i27-1A, Develcrment Specification, Mine Neutralizacion
Vehicle System (U), CONFIDENTIAL, 'S May 1972.

4. NUC TN 1350, Mine Neutralization Vehicle System Magnetic Signature and
Analysis (U), CONFIDENTIAL, T. J. Keil, Jr., May 1974,

—

A HEAD/DATE OIVISION MEADITZATE | IRANCH ~EADI/DATE PRINCIPA. NVISTIGATIR:OATE
DEPARTMENT HEAD/DA T SION HEADIDA € Cr WEAD/DATE [PRING:? {5TIGATOR DATE
=T =
JT OCT 36 CENTZ2 AFPSOVALS : PRISEERIE D
@ SUMMARY DATE lciassipicaran
.“.}\)
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3UNCLASSIFIEN DN234 851/944-MS17
29 BACKGAOUND, 30 FLANS & MILESTONES, 31 REFTRENCES. 32 MAJOR CONTRACTS 23 3PECIAL REQUIREMENTS

. NUC TN 1807, Mine Neutralization Vehicle (iINV) System Advanced Development
Mod~1 (ADM) Description (U), CONFIDENTIAL, Advanced Systems Division, 1| Mar 1377,

6. NUC TN 1397, Mine Neutralization Vehicle (MNV) System Final Design Report
(U), CONFI}e2 IAL, MNV Task Team, Aug 1974.

7. NAVi4A Prime Item Development Specification for Locator MK 21 MOD 0 (U),
1 Mar 1977.

8. NOSC TN 266, Mine Neutralization Venicle System Advanced Development Model:
Test Results (U), CONFIDENTIAL, Advanced Systews Division, Dec 1977.

9, Technical Evaluation (TECHEVAL) Test Plan for the Mine Neutralization Systam
(M:s) (U), Preliminary, COM. DENTIAL, NOSC Code 5212, Sep 1980.

10, Low Mix Ship Mine Neutralization Study (U), CONFIDENTIAL, ®MS 407, Oct 1982,

CoSSIHCATION NOSC LPS TEXT WORKSHEET NOSC #OAK UNIT %O @b
‘v

32.(U)MAJOR CONTPACTS.

g
%
a

Estimated

Item/Services (SK) FY87 FY88 nNelivery Date &
1. Software Support 100 75 Dec 87 g
2. Fngr. Support & Configuration Momt 50 50 Sep 88 ‘

3. Production Engineering Support 150 125 Sep 88

33.(U)SPECIAL REQUIREMENTS. None.
i
2000,
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1. *SUMMARY

The Summary is the last portion of the proposal to be written. It can sometimes be combined
with the Introduction very effectively.

1.1 GENERAL

Convince the prospective sponsor very quickly that NELC is competent in all respects and fully
able to meet their requirements. Appeal to the sponsor’s own self-interest by highlighting those key
benefits (three or four at the most) which he/she will get by selecting NELC to perform the program.
(BE BRIEF—one or two pages.) This summary should quickly answer the what, how, and why of
the proposal.

1.2 *OPERATIONAL/TECHNICAL REQUIREMENTS (what)

a. We are going to take steps in solving the problem, etc.

b. Length of time work will be conducted is , and the expected results are etc.

L
t:i 1.3 PROPOSED PLAN (how, brief)

Some examples of lead-ins are
a. We will supply five highly qualified engineers to implement the task at hand.
b. We will conduct the effort at NELC.

c. Wewilltravelto _______ to gather data for evaluation.

%

1.4 NELC'S POSITION (why)

- el

Some examples of why NELC should do this job are
a. The assignment of highly qualified personnel will be __ _ .

b. Solid experience in

1.5 DELIVERABLES (Provide a brief de=~zption of the major deliverables.)

T
&

*Minimum requirement for proposals
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2. INTRODUCTION

2.1 GENERAL

The purpose of this section is to introduce the proposal in terms of content and plan. Briefly outline
the basic points of the proposed program and the philosophy underlying the approach. (This must
set the stage.)

a. Purpose of this document.

b. Other relevant information.

3. PROBLEM

3.1 STATEMENT OF THE PROBLEM

This should be from an operational point of view in terms of satisfying the user’s requirements.
This is the ““what’’ of the story rather than the “how.”’

A thorough discussion of the sponsor’s requirements should be provided aiong with what NELC’s
program will provide (objectives). Factors such as compatibility, reliability, and maintainability should
be emphasized.

Present sponsor’s nroblem from a technical and economic standyoint. Set forth reasons which
govern your proposed approach (reasons which make your choice valid). These must cover

a.

e

- 0 Q. o

General discussion of overall requirements
Satisfying overall requirements

Discussion of specific requirements

. Satisfying specific requirements
. Discussion and validation of derivation

. System concepts

3.2 COMPLIANCE STATEMENTS

A statement of compliance or noncompliance with relevant specifications or requirements. Ali
unrealistic or unreasonable performance requirements should be identified.

4-58
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; % 4. APPROACH g
i

Y

4.1 GENERAL

This is the ‘‘how’’ of the proposal. It should have a simple, easily followed theme, and the solution
should be described step by step. The proposal task may be subdivided into subtask 1, subtask 2, etc.

4.2 PRODUCT DESCRIPTION

a. Technical Description. Provide a clear and accurate technical description of the hardware or
system visualized. This should include drawings, sketches or diagrams where appropriate (avoid
unnecessary repetition of information contained in the sponsor’s proposal request). Identify
technical data, if any, to be provided with hardware deliverables. Identify Government Furnished
Equipment (GFE) required to support the proposed effort.

» b. Uniqueness of Design, Process or Application. Describe any segment of the approach that is
believed to be unique in design, process, or application. Also indicate any previous successful
application of the concept. Emphasize the benefits to the sponsor.

c. Alternate Approaches. If applicable, briefly discuss alternate approaches which have been
explored and rejected and the primary reason for rejection.

®: d. Relevant Specifications/Standards/Instructions. Identify relevant specifications or standards
¢ which will be met. Take exception to unrealistic or unreasonable performance requirements
and deviations from specifications.

e. Areas of Risk. Clearly point out areas of sign.ficant risk with regard to performance, schedule,
or cost, and explain reasons therefore.

4.3 TEST PLAN

Plans for technical and operational evaluations must be addressed separately as follows:

a. Technical Evaluation. Discuss the nature and duration of testing planned for technical
evaluation of product, including test specifications or standards to be met. Identify special
test equipment available or required.

b. Operational Evaluation. Discuss the nature and duration of testing planned for operational
evaluation of product (reliability, maintainability, human factors, etc.), including test
specifications or standards to be met.

44 QUALITY ASSURANCE PLAN

If the project involves hardware that will go to the Fleet for evaluation or permanent installation,
a quality assurance plan must be addressed. The plan should discuss applicable specification requirements
et (MIL-Q-9858 or MIL-1-45208) and any e*.-eptions to those specifications. Discuss applicable sections
Yoret of NELCINST 4855.2 (Quality Assurance Manual) and how they apply to the project deliverables.
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4.5 MAINTENANCE AND SUPPORT @

When included as part of the specifications, provide a description of proposed plan for satisf;ing
the maintenance, support, personnel and trdining requirements of the hardware or system proposed.
This description may serve as a foundation for development of a support program concurrent with
development of the hardware or system. Discuss:

a. Number of types of personnel required for maintenance
b. Description of any new or special skills required

¢. Depth and duration of material support, initial provisioning spares, rotational or replenishment
spares

d. Tool and test equipment requirements for product support

e. Publications and documentation packages for operational test and checkout, daily servicing,
scheduled and unscheduled maintenance, component repair and rework

4.6 SCHEDULE
This section will of necessity vary from proposal to proposal. However, as a minimum the following
points must be addressed:

a. Provide a graphic schedule of activities, events and milestones of specific accomplishments
~nticipated. Indicate in time frames when study tasks will be concluded, when preliminary o
or final system design is completed, etc. Provisions should be made for periodic review and i
evaluation at appropriate intervals.

b. A brief narrative of each event should be included.
c. List the type, scope, frequency and issue dates of technical progress reports planned.

d. List of deliverable items, including data items listed on form DD-1423 with accompanying
Data Item Description, form DD-1664.

5. MANAGEMENT

5.1 GENERAL

This section should refiect three logical a-eas: (1) organization, (2) manpower projection or phasing,
and (3) personnel. This section explains NELC’s organization and how the proposal team relates. It
finally introduces the personnel who will actually work on the project.
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5.2 ORGANIZATION z

Show the current NELC organization together with the program and technology organizations
respectively. Also, show the proposcd crganization structure that will provide the support for
accomplishing the proposed task. Organization structures should be in the format as provided in
NELCINST 5400.24.

5.3 MANPOWER PROJECTION

P NS XV U0 WS e ey

Information concerning manpower projection should be provided by man-month or man-years,
as applicable. Following is an example of the type of manpower data needed.

- w

MANPOWER PROJECTION
MAN-MONTHS AFTER TASKING

Title 1 2 3 4 5 6 TOTALS
Project Manager 5 5 S .5 S 5 3.0
Task Manager 1.0 1.0 1.0 1.0 1.0 1.0 6.0
Electronics Engineer 2.0 3.0 3. 3.0 2.0 1.0 14.0
Product Assurance Engineers 5 1.0 1.0 1.0 1.0 5 5.0
Programmers 1.0 2.0 2.0 2.0 1.0 1.0 9.0
Program Analyst 1 .l 1 .1 .l 1 _.6
TOTAL 5.1 7.6 1.6 7.6 5.6 4.2 37.6

54 MANAGEMENT PLAN
Define the management plan for implementation of the proposed task. Iteins covered should address,
but not be limited to, the following
Program Planning and Control
Work Breakdown Structure (WBS)

Milestones

o

Time Dependeace Chart
Financial Plans
Configuration and Data Management

Integrated Logistic Support (ILS)

F R - 0 QO o

Quality Assurance Management
Reliability

o
.

j. Test and Evaluation
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6. EXPERIENCE @

6.1 GENERAL

This section is of significant importance for it is a credential of capability. It should describe
experience on similar or related projects and should be tailored specifically for each proposal.

6.2 NELC EXPERIENCE

Describe how existing equipment and systems in which NELC is now engaged, or has successfuliy
completed, may be applied or related to the techniques and hardware to be developed under this proposal.

6.3 KEY PERSONNEL
a. List only those key persons who may be assigned to work on the project starting with project
mnanager, task manager, electronics engineer, etc.

o. Identify personnel considered outstandingly qualified in the specific technical areas involved.
Attach a “‘typical’’ resume.

c. List previous experience of each in the specific technical area or reiated areas. Include number
and type of degrees keld, professional and Lonor societies, patents held, awards, etc. S

7. FACILITIES AND SECURITY

7.1 GENERAL

This section describes NELC facilities available for the proposed task and the security measures
that will be used io safeguard the program.

7.2 FACILITIES

a. List and discuss facilities available at NELC which are planned for use in conducting necessary
research, development, production and testing required in the program. Cite savings to sponsor,
when applicable, if availability of unique facilities reduces procurement costs.

b. Include description and estimated procurement cost and delivery schedule for additional facilities,
equipment or special tooling which will be required.

4-62

Y,

N
o)
OO U IO X I TV O R W A AR ™ o An &\’n’\b{\{'z{:-{'(f{'{\l'(\'.f-C"-Z\"-C'{{"_\C'tu&*(ﬁ'}&ﬁ-:"x'f{f-l"_'C'C-{"_x'{\}f"'(



ﬁ\"xﬂmwwwww WU WA W O A WLOWPU WL WL WL WU WU W WP L W e VO WU L WU WU WU WP WU LWL WL R WAL AL WL R WR TR AR R Le® L W ARAR T

Indicate security levels and how they will be safeguarded. Reference can be made to DoD INSTR
5220.22-M, Industrial Security Manual for Safeguarding Classified Information. Also, mention
application of the Security Manual, NELCINST 5500 6.

8. COST SUMMARY

Note: The cost sumniary may be separately bound.

|
ﬁ
1

8.1 GENERAL

This section of the proposal summarizes the costs, labor, and travel requirements to perform the
proposed task.

The amount and type of data will usually be specified in the sponsor’s proposal request. If a cost
breakdown is not specifically requested, costs should be as general as possible. An outline of detailed
cost elements is provided for planning purposes.

AR B M e

8.2 LABOR COSTS

Labor charges should reflect:

a. Man-hours in categories such as project manager, task manager, electronics engineer, etc.
b. Costs to include hourly rates and toials

¢. Overhead rates for each category

d. Outside labor should state hourly rate to be charged for contractor personne! (if any), and
total contractor support to be provided

8.3 TRAVEL COSTS

g

a. Commercia! Travel
b. Local Travel

c. Per Diem
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8.4 SUPPORT COSTS @?@
a. Graphics =
b. Photo Branch

Computer Time

8 o

Duplication Charges
e. Other

8.5 MATERIAL COST

List estimated cost for material.

8.6 MAJOR PROCUREMENTS

a. List line item description

b. List estimated cost for each major procurement

8.7 ADDITIONAL

- . . . . . #£50
Additional workhour and material requirements; include statement to cover any contingencies.

8.8 TOTAL COSTS

List total costs to complete proposed task.

9. ABBREVIATIONS AND NONSTANDARD TERMS

9.1 GENERAL

Following is a list of abbreviations and non-standard terms:

9.2 DEFINITICNS

Terms Definition
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APPENDIX 4E

STEP-BY-STEP PROCEDURE FOR PREPARATION
AND STAFFING OF PROPOSALS BY NOSC
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1.0 STEP-BY-STEP PROCEDURE FOR PREPARING AND STAFFING PROPOSALS %

! 1.1 GENERAL

. It is recognized that each marketing opportunity is unique, and proposal events peculiar to any a

one opportunity may require a deviation from standard sequences. Nevertheless, the intent of Figure
4E-1 is to provide a guide for the preparation of a proposal. It is the responsibility of every manager
involved to ensure that deviations from the standard sequence do not result in serious curtaiiment of
these interactions. The steps that follow are keyed to Figure 4E-1.

1.2 RECEIPT OF PROPOSAL REQUEST OR REQUIREMENT (Block A)

a. Proposal development procedures ncrmally begin with the receipt of an informal or formal
proposal request or the receipt of a formal or an informal requirement.

b. Informal Proposal Request. Most NOSC proposals result from verbal requests made during
informal marketing contacts with spuusors. If any doubt exists regarding the appropriateness
of the requested management code, the cognizant program office/division head should refer
the matter to the department head(s) concerned for resolution before proceeding further.

c. Formal Proposal Request Addressed to a Specific NOSC Code. The great majority of formal
(documented) proposal requests received by NOSC indicate a particular code which the sponsor
desires to manage the proposed task. In these instances, the mail room will forward the proposal SR,
request directly to that code for action, with information copies to the cognizant department -
head. If any doubt exists regarding the appropriateness of the cognizant management code, !
the matter should be resolved by the department head(s) involved and/or the Technical Director
before proceeding further.

d. Formal P:oposal Request Addressed to NOSC. On occasion, NOSC receives a formal Proposal
Request with no indication of desired performing code. In such cases, the Proposal Request
will be referred to the appropriate department, division, or program office for action.

e. Other Requirements for a Proposal. In some instances, a legitimate requirement for a proposal
may be recognized by an activity (including NOSC) not in a position to fund the necessary
effort. If preparation of an unsolicited proposal seems appropriate, procedures should follow
those described in the case of an informal proposal request.

&
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1.2.1 Bid Decision (Block B) @

After receipt of a proposal request, the preliminary decision to bid or not to bid the proposed
task must be made. This decision should be based upon whether the task falls within the NOSC mission
area of responsibility, the size and desirability of the proposed task, the availability of required talent,
facilities, etc., and must be in consultation with all divisions or departments expected to play a major
role. The decision to proceed is the responsibility of the cognizant management code. Table 4E-1 provides
a rough guide to the level of review expected.

Table 4E-1. Level of review.

Level of First Year’s Funding Bid Decision Made by

Less than $300K Program Office/Division Head
Between $300K and $1M Department Head

Over $IM Technical Director

Obviously, a preliminary “‘bid’’ decision may be reversed during subsequent tecknical review, as more
data become available, or during the formal management review required prior to external distribution
of the proposal. If it is decided that no bid wiil be submitted, the cognizant management code should
prepare a letter stating the reasons for not bidding. Whenever possible and appropriate, the reply should
include recommendations for an alternate development agency, contractor, etc. This letter should be
signed out using the same guidelines as that provided for bid decisions.

(p

1.2.3 Detailed Planning for Preparation of Proposals (C blocks)

a. The proposal task manager, working with others as appropriate, should complete the following
detailed planning actions:

{1) Develop an outline for the proposal. Procedures for using the NOSC Program Summary
format and for the NOSC Alternate Proposal Format have been previously discussed.

-

(2) Verify manpower availability.

(3) Determine, by name, contributors to each section.

TR WY DT

(4) Determine schedule for completion and review.
(5) Determine required budget.

(6) If necessary, prepare and submit request for funds for proposal preparation, etc.,
from the general development fund.

e

2
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@ 1.2.4 Preparation and Review (D blocks)

a. Prepare draft proposal (include initial artwork). Ensure that the full meaning of acronyms
or technical abbreviations and nonstandard terms in the text are spelled out at least once.

q b. Have the proposal reviewed internally by all cognizant NOSC individuals.

c. If desired or required, have the proposal reviewed externally before completing the final draft.
If this course of action is taken, clearly mark the draft proposal as ‘“Working Paper’’ prior
to any distribution of copies.

d. Incorporate valid review comments and complete final cost estimates, typing, and artwork.

¢. Obtain an final review from cognizant NOSC codes. Cognizant codes will review and sign
where appropriate on 11IND-NOSC 5605/3. When more than one program office/division is
to be involved in the proposed task, a breakout of the manpower and cost estimate, showing
the amounts planned for each participating division, must be included on the form 11ND-
NOSC 3920/9.

1.2.5 Approval of a Proposal for Distribution (E blocks)

a. For those proposals requiring department head review/approval, as set forth earlier, cognizant
department head’s signature on the 1IND-NOSC 3920/9 shall certify that he/she has positively
ensured that all necessary internal agreements have been negotiated with performing division
and departments, before forwarding the proposal to the originating code.

i‘; b. For proposals requiring review and approval by the Technical Director, as explained earlier
> ($ thresholds), such action should be completed.

¢. Upon receipt of final approval of the proposal, the cognizant code is authorized to prepare
and sign the letter of transmittal that initiates the external distribution of the proposal. Where
possible, proposals should be hand-delivered to sponsors. If submissions are intended to more
than one potential sponsor, separately addressed copies should be prepared for each. Experience
has shown that ““information’’ addressees are prone to wait and see, pending a final decision
by the “‘action’’ addressee. Hand-delivered proposals should be properly cleared through the
NOSC mail room prior to delivery to ensure that an official record of transmittal is maintained.

1.2.6 Reporting Probaiitity of Proposal Acceptance (H blocks)

If not previously accomplished, the cognizant management code should ensure that the estimated
probability of acceptance of the proposal is reported to the branch, division and/or department head
involved.

W I TP ETIEN AW

1.2.7 DBriefing Material (G blocks)

A well-planned briefing presented to potential sponsor(s) concurrently with the proposal package
usually enhances the probabitity that the prorosed task will be funded. Such briefings may be formal
or informal but should be carefully tailored to the anticipated audience and circumstances. Managers
at all levels are urged to acquaint themselves with the variety of materials available as briefing aids,
and the requirements, capabilities, and limitations of various briefing techniques. Preparation of
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allow time for adequate, professional standards of quality. Normally, such briefings should be reviewed

appropriate briefing materials should begin as soon as proposal details are sufficiently well known to %
at the level of the supervisor responsible for the proposal task, prior to presentation to potential sponsors.

&
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SECTION §
STAFFING, TEAM BUILDING, AND COMMUNICATION

5.1 INTRODUCTION

5.1.1 References

In Search of Excellence

The One-Minute Manager

Negotiating to Yes

How to Develop Your Executive Ability

5.2 STAFFING, TEAM BUILDING, AND COMMUNICATION

What do we mean by staffing, team building, and communication? Briefly stated our subjects
can be brought together as follows: enough people, with the right expertise when you need them, working
harmoniously toward a common set of goals with greaest efficiency.

In the following pages each of the elements of our topic will be discussed. In staffing (“‘enough
people, with the right expertise when you need them. . .”*) you are looking for people with the following
characteristics:

Motivated

Educated

Available

Affordable

Experienced

High priority for your requirements

In team building (your staff ‘‘working harmoniously toward a common set of goals...”) it is
important that you keep the following ideals in mind:

Goals of the project placed above self-interest
Mutual trust and respect
Everyone contributes

And, finally in communication (your staff “‘working harmoniously . .. with greatest efficiency”’)
open communication is a necessity; this open communication includes listcning and understanding,
has no filters, and holds no untoward surprises.

You program managers have reason for optimism: NOSC hires good people who are educated,
motivated, and experienced. Your job is to shape them into a team, motivate them, and lead them.
‘The bottom line is that good managers have good people working for them.

What is the secret then of being a good manager? First, it is hard work on your part. Second,
it is the consistent application of general management methods that work. Third, it is hard work.
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The following subsections, though still brief, discuss staffing, team building, and communication
in more detail. @9

5.2.1 Staffing

Staffing, in most instances, is the easiest part. We can do it by the numbers, acquiring our personnel
from cowork<: = NOSC, other Navy laboratories, and support contractors. There is a real need to
identify your teciinical expert so you have an authoritative viewpoint early in your program. As you
build your staff it is helpful to keep in mind that for many joos inner drive and motivation are more
important than genius.

It is also impoi.ant that you do not forget sup; ort staff; this includes the Supply and Accounting
staffs here at NOSC, already in place to help implement your programs. You will probably find that
ynur biggest problems are not technical. Most programs experience problems related to contracting,
and “svstem’’ conuiraints probably exceed technological problems. This might be related to the fact
that ia thc Vibrary of Congress : here are 1,152 lineal feet of documents governing the supply/acquisition
prncess. i 1¢ NSC Supply and Accounting staffs will be your trailblazers through this acquisition jungle.

5.2.2 Feunc duilding

5.2.2.1 The Basic Rule. Put simply, the rule says do not mess with human nature. Human nature

i<:lects the law of egocentrism: each person is, and regards himself as, the center of his own world

of experience and action. This can be seen in the way people see themselves. A self-assessmer:t performed AR
by a random sample of 100 males produced the following results:

a. Ability to get along with others

All 100 ranked themselves in the top 50 percent of the population
60 percent ranked themselves in the top 10 percent of the population
25 percent ranked themselves in top 1 percent of the population

b. Leadership

70 percent rated themselves in the top 25 percent of the population
2 percent felt they were tielow average as leaders

c. Aibletic ability

60 percent ranked themselves in the top 25 percent of the population
6 percent indicated they were telow average

§.2.2.2 Motivation. It is best .c recognize what human nature is and proceed from there. Getting
along with human nature requires that we recognize that people do things because it’s in their best
interest to do them. Thus, be aware of the following motivating factors:

Self-fulfillment

Anticipated satisfaction in achievement
Recognition and respect

Opportunity to contribute
Accountability and trust-expectations

&

Interestingly, pay is not at the top of the list.
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@‘ Figures 5.1 through 5.5 present the Just in Time (JIT) MK46 production line case history that
demonstrates how motivating factors can be annlied effectively.

5.2.2.3 Decision Making. The basic practice to remember here is do not make all the decisions
yourself. If you feel you must make every decision, you merely limit the quality of your program,
ensure that .1othing happens when you are gone, and fail to build the sense of ownership in the resi
of your team. As you allocate decision making responsibilities you will see that confidence inspires
confidence, and success breeds success. The program will be the winner.

5.2.2.4 Modifying Behavior. Whenever there is a team effort there is bound to come a time when,
for whatever reasons, some tezm member is performing his or her task at a minimal or subminimal
level. You as program manager ‘vill need to and, it is hoped, want to address this probiem. The first
step, often forgotten, is to praise good work and behavior. Secondly, in contrast to the counsel of
The One-Minute Mianag 2, use criticism sparingly. If you must criticize, never criticize a team member
in front of others nor in ar emotional outburst. Also focus on criticizing the act, not the individual.
Explore ways of saying wiii: neods to be said; for instance, the use of the phrase ‘‘Are you aware. ..?”’
can provide a reasonably comfortable transition into discussing a possible area of trouble.

5.2.2.5 Conflict Management. There is another inevitability when two or more human beings are
working .ogether for any length of time. There will be some conflict. The law of egocentrism is still
at work. The following are some useful preliminary steps to managing conflicts:

Get the facts
Separate the emotion from the problem
@ Listen to understand
L Look for points of agreement
Look for graceful ways out

It would be very useful to familiarize yourself with the negotiating approaches presented in Table
5.1 and practice them as you have opportunity.

5.2.2.6 The Basic Rule and You. Remember that the law of egocentrism applies to you too. Thus,
it is in your best interest to develop a strong team. Finally, recognize that the same factors that motivate
you motivate your team as well. The particulars may be different, but the principles remain the same.

5.2.3 Contmunication

Whenever you have a group of people working together there will be communication. The question
is, however, will it be good cominunication or poor communication? This is the choice. Will we have
open, straightforward, two-way communication? Or will we have limited, one-way communication
fueled by rumor?

We know that good communication is required for effective team building and projact efficiency
and that the lack of good communication leads to poor efficiency. People worry if they think theze
is something that will affect them that they do not know. They worry about their own self-interests,
and worry is more likely to be caused by rumor than fact. There can even be a geographical or location
component to the communication; Figure 5.6 was taken from In Search of Excellence. Good
communication takes work.
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Table 5.1.

Positional bargaining: Which game should you play?

Negotiating approaches.

Solution
Change the Game —
Negotiate on the Merits

SOFT
Participants are friends

The goal is agreement

Make concessions to
cultivate the relationship

Be soft on the people and
the problem

Trust others

Change your position early

Make offers

Disclose your bottom line

Accept one-sided losses to
reach agreement

Search for the single answer:
the one they will accept

Insist on agreement

Try to avoid a contest of
will

Yield to pressure

HARD
Participants are adversaries

The goal is victory

Demand concessions as a
condition of the
relationship

Be hard on the problem and
the people

Distrust others
Dig in to your position

Make threats

Mislead as to your bottom
line

Demand one-sided gains as
the pri:2 of agreement

Search for the single answer:
the one you will accept

Insist on your position

Try to win a contest of will

Apply pressure
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PRINCIPLED
Participants are problem-
solvers

The goal is a wise outcome
reached efficiently and
amicably

Separate the people from the
problem

Be soft on the people, hard
on the problem

Proceed independent of trust

Focus on interests, not
positions

Explore interests

Avoid having a bottom line

Invent options for mutual
gain

Develop multiple options to
choose from; decide later

Insist on using objective
criteria
Try to reach a result based

on standards independent
of will

Resson and be open to
reason; yield to principle,
not pressure
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% Good program communication can be promoted through implementing the following approaches:

Regular meetings

Management by walking around (not announced, scheduled tours)

Tell them more than they need to know, let them fiiter for themselves
Listen, consider, evaluate, diccuss

Remember to cooperate with human nature

Do not shoot the messenger {value the person who tells you hard truths)

5.3 IMPLEMENTATION/EXECUTION

The bottom line is that management techniques are relatively simple to delineate and learn. The
key then to good program management is implentation and execution.

The authors of In Search of Excellence (Chapter 1), in reviewing studies of 62 successful companies,
found many similarities among them. These companies exhibited the following chavacteristics from
1961 through 1980:

Compound asset growth
Compound equity growth
Highest average ratio of market value to book value
Highest average return on capital
Highest average return on equity
f‘ Highest return on sales.
14

g Table 5.2 presents the eight common basic nrinciples identified as the attributes that ‘‘characterize
most nearly the distinction of the excellent, innovative companies.”’

A final word. The principles governing staffing, team building, and communication are well known.
It is your task io work at implementing them for your program and learning how they work in the
real world. Then you can also model them and teach them to your coworkers.

i
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Table 5.2. Principles of excellence and innovation.

Princi_g!_e_ Comments

1. A Bias for Action Break the problem into parts (chunking)

Use small Ad Hoc task forces with limited life, (specific
assignment for a short period of time)

“Do it, fix it, try it” — characterizes experimenting
organizations

Simplify

Chaotic actions are better than inaction

Ready, fire, aim, learn

2. Stay Close to the Customer Figure out what he needs
Provide it
Quality
Nichemanship
Listen to the user

3. Autonomy and Break the corporation into small companies
Entrepreneurship Encourage them to think independently and competitively
Support innovation A
Communicate \:u
“The new idea either finds a champion or dies...”
Edward Schon, MIT

4. Productivity through People Create an awareness that their best efforts are essential
Success will be recognized
Focus on people — build a team

5. Hands-on, Value Driven Managers keep in touch
A belief in being the “‘best”
A belief in the details of execution
A belief in the importance of people
A belief in superior quality and service

' Practice management by walking around
é 6. Stick to the Knitting Build diversification strategies on some central skilt or strength
E

7. Simple Form, Lean Minimum staff at the corporate level
Administrative Staff Subunits should have their own staff support (supply,
personnel, finance)
Simple organizations — accountability and autonomy

8. Simultaneous Loose-Tight Coexistence of firm central direction and maximum individual
Properties autonon.,, entrepreneurship, and innovation

, R
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SECTION 6
MAJOR SYSTEMS ACQUISITION

6.1 INTRODUCTION

L 9

6.1.1 References

“Project Management: An Overview,” James J. O'Brien, Project Management Quarterly, Volume
VIII, Number 3, September 1977. SC4N.

6.2 THE WORLD OF PROGRAM MANAGEMENT

6.2.1 The Role of ihe Program Manager

A fundamental Department of Defense (DoD) policy is that the acquisition of major weapon systems
will be directed by responsible managers under the concept of program management.

% The concept of program management is to provide centralized management authority over all of
the technical and business aspects of a program. The program manager’s role, then, is to tie together,
to manage, and to direct the development and production of a system meeting performance, schedule,
and cost objectives which are defined by his/her Service and approved by the Secretary of Defense
(SECDEF). The essence of the program manager’s role is to be the agent of the Service in the management
of the system acquisition proress and to focus the authority and responsibility of the Service for running
the program. Program managers have the vantage of a large perspective of the prcgram and the
interrelationships among its elements. Program managers must be the major motive force for propelling

the system from conception to completion.

Recently, a pane! of military program managers examining their role likened it to that of the general
manager of a small company. The comparison is especially apt. It would be impossible to write a
meaningful position description for that job. It is equally impossible to write one for the program
manager’s job. What the general manager does is whatever is needed to move the affairs of the business.
The general manager does one thing at one time and another thing at another time-—whatever is most
needed at the moment to achieve the objectives. A general manager is not a ‘‘doer’’ of any job—there
are other managers charged with the doing. But general managers see to it that what they want is done,
and what they want is a harmony of things done so that their objectives are achieved. The role implies
reliance on others to do the work; but it also implies controlling and coordinating the work so that
no one aspect dominates others to the detriment of the harmony of the whole.

® R B A A B A A AR M A AR I A

This touches upon what is likely to be ihe most important function of the program rnanager: getting
people to communicate with each other to achieve a common understanding of the needs of the program
and their place in the harmony of the total program effort.

&
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6.2.2 Service Responsibility

It is an oversimplification, but basically correct, to identify three players and their respective roles:
the Service, the program manager, and the Office of the Secretary of Defense (OSD). The Service is
responsible for identifying its operational needs and defining the new systems required to meet those
needs. It is also responsible for the formulation of the acquisition strategy for the orderly development
and production of the systems. The program manager is the agent of the Service for the formulation
and execution of the strategy. OSD is the keeper of the Service conscience—it reviews and approves
the Service strategy and program. But the center of systems acquisition, authority, and responsibility
lies in the Service—more specifically, it is the Service Secretary.

Approval improperly exercised means direction in practice. It is possible to withhold approval
antil the one approach desired by the approving authority is reluctantly propused (or stumbled upon)
by the organization or person seeking the approval. That way of exercising approval is directing—
albeit cbliquely. He/she who exercises “‘approval’’ power in that mode is seen to have assunied the
role of directing, while perhaps planning to dodge responsibility if things go wrong.

However, the role of line and staff authority has been delineated in the DoD Directive
£000.1---““Major System Acquisitions’’ dated 18 January 1977.

Win a iine official above the prograin manager exercises decision authority on program matters,
the decision shall be documented as official program direction to the program manager. The line
official shail be held accountable for the decision. The role of staffs as functional advisors does
not include the authority, responsibility or accountability for program decisions.*

Approval means something else, especially in the context of GSD’s role in military program
management. It denotes a dictionary definition of the word ‘‘approval’’: ““to accept as satisfactory."’
‘That is {0 say, it is the Service’s role to formulate the system requirements and plan for implementation.
It is OSD’s role to accept the Service’s product as satisfactory—provided it is consistent with major
policy objectives. It is also OSD’s role to evaluate the performance of the Services in implementating
the approved programs. But the Service has the final responsibility for getting the job done.

6.2.3 Judgment and Flexibility

The concept of program management came about because the ordinary way of doing things was
not adequate for the task of managing the acquisition of complex weapon systems. Extraordinary
management—program-oriented management—was essential if all of the aspects of the program were
to be handled correctly and expeditiously.

To achieve this extraordinary management, there is another OSD policy which complements the
policy requiring program management: military program managers should be free to exercise judgment
and flexibility. Although program managers are the agents of the Service, they should operate in an
environment in which they select and tailor to the specific needs of their program those management
systems and formnal techniques that will help the program. Program managers shculd operate in an
environment conducive to the exercise of judgment, There is no pet formula program managers can
adopt. They must decide for themselves what methods, techniques, and systems to use. If program
managers are responsible for planning, directing, and controlling a piogram, they must have :he guthority
to get the job done.

*Dept of Defense, “Major System Acquisitions,”’ Directive 5000.1, 18 January 1977, p 6.
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Stated another way, the program manager is encouraged to adapt standard techniques to the peculiar
requirements of the program. In turn, program ma:agers have a right to expect that those in the Services
who are going to approve management plans and techniques will exercise their power of approval
properly. That is to say, plans and techniques will be accepted as satisfactory if they comply with basic
policy directives. Program managers have a right to expect that their plans will not be judged by the
standard of meticulous compliance with innumerable details hidden away in regulations, directives,
instructions, handbooks, manuals, standards, specifications, or similar documents.

What program managess have a right to expect and what in fact they will be offercd are often
quite different. Experienced program managers would remind the new program manager that often
one must struggle to obtain the management flexibility he/she is supposed to be given. Higher authorities,
and especially their staff organizations, tend to standardize their requirements and to insist on the use
of familiar techniques and methods. Their initial disposition is to avoid changes and exceptions to the
general rule. Requests for deviations are rarely conceded without being pushed and sold.

6.2.4 Functional Support

The use of judgment and the exercise of flexibility are difficult to achieve in the environment of
military program management. The inost significant reason for this is that the operation of program
management envisions two organizational elements. In some few cases the program office is staffed
with all or most of the capability to perform the functional activities. In these cases the program office
is largely self-sufficient and does not have to rely on much support from functional activities cutside
of the line authority of the program manager. Coordination is simplified, but the problems associated
with organizing and staffing the program office are magnified. Usually, however, there is a small,
centralized management authority consisting of the program manager and his/her program office. This
office is served by functional organizations which support the centralized authority and which are
responsible to it for the execution of assigned tasks. This environment, where the resources for doing
the work are largely outside of the line authority of the program manager, is a natural source of conflict.

The practical fact is that there are usually several programs competing for the limited resources
of the same functional organizations. Those functional elements are also supporting the normal activities
of their parent organizations—the day-to-day, nonprogram activities. When personnel are not available
to support all of the demands, program managers find less responsiveness than they desire from the
functional elements. T :e situation is made even more difficult because the functional elements were
there long before the program started and they plan to be there long after the program ends.

Another aspect of this problem is the tendency of functional specialists to see their discipline as
the central core of a successful program. Their commitment to their specialty leads them to try to dictate
to the program what will or must be done—as distinguished from advising what should be done. Further,
there is no lack of regulations with which they can bolster their claim. One of the most difficult concepts
to put across to functional specialists is that the program manager is responsible for determining what
will be done. The functional specialist is responsible for how it is done—the how being his area of
expertise.

There is a natural tendency for the functional managers to standardize their operations or
efforts, to perform to standards, or to build a standard model. A program manager must, through
influence, force functional areas to depart from a standard and build something that fits in with
the other parts of the project. Someone has to force these people to take action when these actions
increase a functional manager’s risk or use resources at a greater rate than expected. The program
manager’s role is to balance this risk over all portions of the project. Therefore, the program manager
must have authority to move quickly to balance risk.*

*George A. Steiner and William G. Ryan, Industrial Project Management, the Macmillan Company, 1968, p 29.
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The obverse is equally true, however. Once the government program manager has obtained @
the necessary assurance, he/she should reiax control and concede to contractors a measure of
freedom to exercise judgment and flexibility.

Problems with functional specialists are not something new:

The expert, in fact, simply by reason of his immersicn in a routine, tends to lack ..« a1l
of mind once he approaches the margins of his special theme. He is incapable of rapid
adaptation to novel situation’ . He unduly discounts experience which does not tally with his
own. He is hostile to views which are not set out in terms he has been accustomed to handle.
No man is so adept at realizing difficulties within the field that he knows; but, also, few are
50 incapable of meeting situations outside that field. Specialism seems to breed a horror of
unwonted experiment, a weakness in achieving adaptability, both of which make the expert
of dubious value when he is in supreme command of a situation.*

The environment of program management therefore places an extraordinary premium on talent
for leadership as distinguished from command, on persuasion as distinguished from direction. The
environment requires an emphasis on informal authority, de factc authority, or influence as distinct
from power. One student of program management has described this authority as derived in part from
the program manager’s ‘‘persuasive ability, his rapport with extraorganizational units, and his reputation
in resolving opposing viewpoints within the parent unit and between the external organizations.’’**

Persuasion is not the only way to get things dene. One defense program manager said that on
many occasions he overcame the opposition of functional specialists by ““working harder than they
did.”” This program manager found that he could so overwhelm a specialist with facts, figures, and
analysis that it became too much of an effort for the specialist to refute the program manager’s position. @

The comments of this program manager highlighted a point made by several others that there
is a need for a strong analytical capability in the program office to coordinate a program whose parts
were organizationally and geographically widely dispersed. A talent for analysis and ability to work
with people were the key criteria in their selection of program office personnel.

6.2.5 Engagement and Disengagement

In common with the way a general manager must operate, the program manager relies on others
to do the work. But program managers cannot escape the responsibility for the result. If they are
responsible, they must be satisfied that what is done in the program makes sense and is consistent with
their plans. If program managers cannot be persuaded that it is right for their pregram, they must i
direct it to be done the way thcy want. "

i
{
:
!
|
:
!
b

Much has been written about the role of industry and the relationship that should obtain beiween
the defense program manager and the industry counterpart. Much has been said about “‘diser.-
gagement’’—getting out of industry’s hair and letting them do the job they have contracted to do.
The goal is laudable and, the way it is stated, the idea is entirely consistent with good management ‘
concepts. But the ultimate responsibility for a successful program rests squarely on the Service and
on the military program manager as its agent. Program managers cannot disengage ix: any literal sense. !
They must manage contracted work in just the same sease as they manage all the other parts of the f

* Harold J. Laski, ““The Limitations of the Expert,” Harper's Magazine, December 1930. Quoted in Specialists and Gener-
alists, a selection of readings by the Committee on Government Operations, U.S. Seaate, 90th Congress, 2d Session, 1968, p 53.

** David I. Clelund, *‘Project Management,”’ Air-University Review, Vol. XVI, No. 2, January-February, 1965. Reprinted @

in a book of readings compiled by David 1. Cleland and Williamn R. King, Systems, Organizations, Analysis, Management,
McGraw-Hill Book Company, 1969,
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program. More precisely, in this case they manage contractor management of their program. It is not
@ a question of whether they manage; it is only a question of how they manage—oi' mismanage.

Industry program managers and government program managers are agreed on this point:

It seems clear that the Government program manager must exercise rather tight control until
such time as he is assured that the industrial project manager has the technical and managerial
compctence to perform as required.*

6.2.6 The Soft Seil

Newly appointed program: managers raay be dismayed to discover that there is less than complete
and enthusiastic support for their programs within their Service and OSD. Every weapon system competes
with all the cthers for limited resources, and competition is especially fierce in periods of tight budgets.
At every level in the hierarchy, commanders and staff personnel are confronted by demands from program
and functional managers for far more money than is available or can reasonably be obtained. Budget
recommendations and decisions must be made that will inevitably favor some programs over others.

Program managers who have done their homewor . and have kept key pecple informed about their
system’s programs and progress will improve the odds that funds for their program will not be reduced.
We are not suggesting that program managers affect 2 hard-sell stance or that they patrol corridors
to buttonhole unwary staff people. What we are suggesting is that a program manager should be attuned
to the information needs and biases of the people who influenc2 budget decisions. This implies a kind
of low-key salesmanship—of the soft-sell, helpful variety.

{

One of the program manager’s greatest sources of authority involves the manner in which E

&", he builds alliances in his environment—with his peers, associates, superiors, subordinates, and ]
g other interested parties. The building of alliances supplements his legal authority; it is the process
through which the project manager can transiate disagreement and conflict into authority (or
influence power) to make his decisions stand. Sometimes the power and contro! of the project

manager represents a subtle departure from his legal authority.*
i
g

Program man:gers must keep in touch with what is going on above them. They have to be aware
of what is expected by higher authority—both in their Service and at the OSD level. They should know
the typicai questions being asked at major program review points, and they should be aware that these
requirements for information by higher authority are constantly changing.

Program managers speak at length on the need to instill confidence in superiors. This confidence

is a foundation of rapport with superiors which, in turn, is one of the main sources of the program :

manager’s authority. When it is obvious to functional managers supporting the prcgram that the program

managers have this rapport with their superiors, they will not need to rely as much on formal authority. g

Cne of the ways this confidence can be instilled is by demonstrating a knowledge of the program in m
R
g

-

the widest context. Knowledge of the program must embrace the threat, the direction in which the
threat is moving, other systems in the inventory that adiress the threat, program schedules, costs,

technology—in short, everything important about the prugram. !

(
(]
% *Steiner and Ryan, op. cit., p 125. E
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6.3 DEFENSE COMMUNIQUE ON DEFENSE ACQUISITION MANAGEMENT @

(The statement by Dr. Richard D. Delauer, Under Secretary of Defense for Research and Engineering
before the Senate Armed Services Committee, November 16, 1983 on Defense Acquisition Management
offers valuable guidelines.)

6.3.1 Management Philosophy

Our approach to management is one in which we strive for a proper balance between policy
formulation and resource allocation on one hand, and rdecentralized program execution on the other.
In order for this concept to be effective, it is imperative to have the necessary management oversight
to ensure that policies and plans are being implemented. Since the Carlucci initiatives vere adopted
over two years ago, the Department has made great progress in implementing this philosophy. Within
the Department we have made significant progress toward implementing a more efficient and effective
management focus

oY Y M

Before I describe the major organizations and offices which are involved in managing the acquisition
process within the Department, let me outline briefly the process. Our defense requirements are established
each vear by the Secretary in cooperation with the Services and the Joint Chiefs [of Staff (JCS)] through
defense guidance. The Services submit a 5-year plan called the Program Objective Memorandum (POM)
to the Secretary based upon defense guidance. The Scrvice plans are analyzed for completeness and
consistency with our basic policies. Any inconsistencies result in issues which are brought before the
Defense Resources Board (DRB).

The DRB, chaired by the Deputy Secretar?, is the major decisionmaking body in the Department’s
resource allocation process. Participative management governs the Board’s activities since high-level
representaiives from all major DoD components, including the Service secretaries and JCS participate
in DRB decisions. The focus of DRB attention, however, is upon issues where resources do not fuifill
policv objectives.

B
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During this year’s program review, issues settled by the DRB accounted for about 3 percent of
tae total funding requests submitted in this year’s POM. Moreover, this small proportion represented
only issues of highest priority where the DRB decided that the initially pioposed resource were not
appropriate for the required task.

As a partner in defense acquisition management, Congress shares the responsibility to participate
in policy formulation and implementation oversight. However, it seems that over the years, Congress
has digressed from an oversight role in which it would participate in the establishment of policy objectives
and measure progress toward achieving the policy go. 's. Unfortunately, congressional oversight has
become far too detailed to provide policy makers or the public with a coherent view of our
accomplishments or our needs. The solution to this problem comes down to asking the right questions,
receiving the appropriate information, and intervening only when things go off track.

For example, we should be asking questions about our objectives or. the basis of mission areas.
“Where are we going,”” we should ask, ‘‘in strategic forces; air, sea, and land mobility; conventional
forces, etc.?’* We have worked this problem pretty well in the areas of strategic offensive forces and
in air mobility for example. We haven’t yet done well at all, however, in sea and land mobility or
in the general area of conventional forces.

We have observed, however, congressional oversight in practice has become more of an annual
exercise in line-item management. Due to the parochial interests of constituencies and the increase in

-
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size and diversity of congressional staffs, every year we must assume a ‘‘prevent defense’’ on a
programmatic basis. What is needed is increased awareness of our mission goals and our progress toward
their achievement—not whether this or that program needs to be adjusted.

The information which is provided to Congress needs to reflect the oversight function which I
have described. For example, the Selected Acquisition Reports (SARs) to Congress need some
modification in order to be more meaningful for effective oversight. First, I believe SARs should be
based on a S-year planning period rather than for the total program inventory objective as is presently
the case. The problem is that adjustments to these outyear inventory objectives change program costs.
The result looks like poor management rather than a reflection of the uncertainties of these outyear
projections. To make valid estimates of the inventory objectives of our major systems beyond a 5-year
period and have them be meaningful is almost impossible. We recognize the need to have planning
figures for the total program, but the uncertainty in these numbers must also be acknowledged.

In addition, congressional oversight should be practiced on a ‘‘by-exception’’ basis where only
the major problems are addressed. Recent changes brought about by the Nunn-McCurdy Act have
increased the reporting requirement for major systems by almost 50 percent. This additional requirement
necessitates thousands of additional hours of preparation and review for a variety of systems, many
of which are not sufficiently mature to establish a meaningful baseline. Moreover, the programmatic
structure of the SAR reinforces the line item management mentality of which I have aiready spoken.

Everyone agrees that what is needed most of all in the acquisition process is greater stability. Yet,
each year we observe that hundreds of programs are adjusted by ithe Congress in accordance with
undefined priorities. The following year, we must return to Congress to attempt to get essential programs
back on track. As a result of our adjustment and other inefficiencies, it now takes from 12 to 17 years
to complete the acquisition process for most major items. If we could simply recognize the instability
which we introduce into the acquisition process and the consequent cost (both in dollars and national
security), we will have achieved a major step forward. We are improving stability through many of
our initiatives such as multiyear procurement, economic production rates, and realistic budgeting.
However, much more needs to be done. I strongly endorse the Secretary’s recommendation, for example,
that the Congress adopt a 2-year budget cycle to help alleviate the instability problem. I believe it weuld
reduce the average time needed for completion of the acquisition process, and would also mean signifi-
cant cost savings in the long run.

6.3.2 Funding Distinctions

Another contributing factor to inefficient management which constrains the acquisition process
is the artifical distinction which is made among vatious types of funding. The acquisition process embraces
exploratory research, engineering development, manufacturing assembly, and deployment. To assume
that these phases can be defined and funded in a rigid manner (RDT&E and production) is nonsense.
It is artificial and expensive. Resources should be applied as is necessary to do the job in the most
efficient way. Line managers who are close to the prog. am should retain the flexibility to make these
judgments and act accordingly. If we could remove this artificial distinction in characterizing funds,
I believe we could save money and shorten the process as much as 10 to 20 percent.

We are now trying to add miore emphasis to the critical transition period from R&D to
manufacturing. We are establishing a new DD directive to enhance our attention to this problem,
and I am looking at ways to strengthen the production and manufacturing areas within DoD. I think
we need to beef-up the R&E (research and engineering) organization in this area. We may well need
additional manpower spaces to devote to this problem.

6-9
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The way we keep score is very misleading to the uninitiated and we need to redefine the terms. Practically
all of our programs are initially competitive, and we examine the acquisition strategy in great detail
to seek opportunities for dual sourcing. We particularly try to pursue competition at the subcontractor
and vendor levels. Because our procurement programs are funded on an annual basis, however, we
do not get credit (in a competitive sense) for follow-on buys for programs which reaped the benefits )
of competition earlier. It makes no sense, for example, to develop a second source for an F-15 or F-16
aircraft at this point. These programs experienced vigorous competition early in their development.
The same is true for most of our major programs. This is just another area where we suffer bad press
for something which is really not a problem.

Another subject which causes us great concern is the present definition of competitive procurement. @

6.3.3 Organization of DoD Acquisition Management

A number of organizations and offices play a variety of roles in the defense acquisition process
within the context of the management philosophy I have described. Let me briefly summarize some
of the more important and discuss their respective roles: I have already mentioned the DRB and the
vital role which it plays. Of course, there is also the Under Secretary of Defense (Research and
Engineering/Defense Acquisition Executive). As the principal advisor to the Secretary on scientific
and acquisition issues, I exercise oversight on scientific and technical matters of basic applied research,
and the development and acquisition of our weapons systems. It is my duty to ensure that activities
in these areas adhere to departmental policies and national security objectives. I participate in the review
and evaluation of requirements and priorities and make certain that our programs are designed to
accommodate operational requirements. It is also my responsibility to follow up and evaluate programs
for carrying out approved acquisition policies and standards. Through my participation in the planning, o,
programming, and budgeting system, I review proposed programs and resources and recommend rescurce ’
allocations in accordance with national security policy and priorities. Finally, as Defense Acquisition
Executive (DAE), I serve as the chairman of the Defense Systems Acquisition Review Council (DSARC)
: which exercises oversight and advises the Secretary on the management process, policies, and procedures
for acquiring our major programs.

PP

A W S _w e

Though the list of my duties and other organizational commitments could go on, let me just
emphasize an important aspect of my job aboui which some of the members of the [Senate Armed
Services] Committee have indicated concern. The concern involves an apparent conflict of interest between
my role as manager of research and engineering and as the director of acquisition.

wa.

Quite frankly, for a variety of reasons, I see no conflict at all. First, there is considerable overlap
between the functions of development and production which requires constant oversight in order to
manage the transition effectively. Development and production cannot be neatly separated. My office
possesses the technical and management skills to exercise effective oversight in this area.

Second, by virtue of my role in the planning, programming, and budgeting process, as well as
my position as DAE, I can help to ensure that consistency exists between our policies and requirements
and the systems which we acquire. Although the ultimate responsibility regarding this fundamental
objective is shared by the Secretary, the President, and the Congress, the important pieces of the puzzle
must begin to fit together at some point in the management process. My duties assure that this process
can appropriately be undertaken in the office of the Under Secretary for Research and Engineering.

Another important element within the Deparment’s oversight function was instituted by the Secretary

Bt dhtana st dile s di il o A e ahe s et L AL B S Ad
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l shortly after he took office. Each week on a rotating basis, the service secretaries report to the Secretary
on one or two major programs o discuss problemns and possible solutions. For some of our more critical \s';\‘f\;
" R
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systems, program personnel provide regular reports directly to the Secretary on a biweekly or monthly
basis. These Secretarial Performance Reviews are an essential part of the management philosophy I
described at the outset of my statement: high level oversight of high priority major issues.

No discussion of acquisition management is complete without recognizing the hard work
accomplished by the various program offices, the buying commands, the Joint Logistics Commanders,
and the Defense Logistics Agency. The personnel employed in these organizations perform an outstanding
job of executing the programs, policies, and procedures which confront them daily. We are doing our
best to make their jobs easier through various acquisition refoims such as reducing the number of
directives and carefully screening contractual data requirements. We maintain close contact with the
Joint Logistics Commanders to ensure that these and other important acquisition reforms which affect
the buying community are fully implemented.

6.3.4 Oversight

The Inspector General (IG) is another important participarnt in the acquisition management oversight
function. The IG performs essential audits and reviews to ensure that waste, fraud, and abuse are purged
from the system. In addition, we receive valuable insights on how to improve the acquisition management
process from the Council on Integrity and Management Inprovement (CIMI) which is chaired by the
Deputy Secretary. The Council is a high level group which meets to explore new ideas and opportunites
for progress in management on a DoD-wide basis. Specific management issues are regularly considered
and the Council makes recommendations to the Secretary for his resolution. The Defense Science Board
is another important organization which is external to the Department and which draws together
management ideas from key elements within DoD, industry, academia, and the scientific community.

Finally, I must recognize my “‘right-hand woman’’ who serves as the Deputy for Acquisition
Management. Mary Ann Gilleece is my principal advisor on acquisition matters and is the primary
policy maker for all DoD procurement and production policv. She is responsible for implementing
federal policies on acquisition, the formulation and revision of defense acquisition regulations,
specifications and standards, and other policies. Ms. Gilleece is also my principal advisor in delibzrations
of the DSARC on acquisition matters, including the implementation of acquisition improvement program
iritiatives.

The members of this committee are doubtless aware of many of the important strides we have
made in implementing various initiatives of the [Acquisitiun Improvement Programs (AIP)]. | won’t
review in detail the progress we have made through the good efforts of Ms. Gilleece and many others,
but let me highlight some changes we have initiated within the DSARC process which make our
management more efficient and effective.

6.3.5 DSARC [Defense Systems Acquisition Review Council]

[DSARC is an OSD-level recommending body that is in the decisionmaking process, but does not
provide funds.] First, as I stated at the outset, we have instituted controlled decentralization throughout
the process. The Service secretaries, for example, now serve as full members of the DSARC and contribute
to policy formulation and program execution. [Other members of the council include the USDRE
chairman, USD (Policy), ASD (MI&L), ASD (C), DIR (PA&E), chairman of the JCS, and DIR (OT&E).)
At the same time, we have streamlined the acquisition process in order to accelerate the results and
avoid micromanagement. The front-end review of new programs is now done during the POM review
process to ensure that the new starts are both required and affordable.
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In addition, by revising the threshold which defines a major systera to $200 million in R&D and
$1 billion in procurement, we have ensured that high level management attention is placed on programs
of major significance. Major milestone decisions on 10 programs were delegated back to the services
when we instituted this change in 1981, and milestone decisions for an additional 10 or so programs
have been precluded from the DSARC process since that time. Partly as a consequence, DSARC activity
during the last 3 years has decreased significantly from 12 meetings in 1981 to S meetings thus far in
1983. I should add that much of what might have required a DSARC in the past has been replaced
by much less formal program reviews which focus on specific major problem areas. Fewer prereviews
and reduced documentation have been a major benefit.

All major programs proceed through the DSARC process to milestone I when a program is baselined
at full-scale development. If a progratm stays within baseline objectives, the final production decision
is made at the appropriate management level, i.e., the Service. If a program exceeds its baseline objectives,
however, it remains subject to further DSARC review before a production go-ahead can be given.

At each DSARC milestone we review acquisition strategy and examine the potential for competition,
including the possibility for dual sourcing. We ensure that support and readiness are given proper
consideration, and determine whether a program meets the criteria to become a multiyear candidate.
In addition, greater emphasis is now being placed in the DSARC on improved production engineering
preparation to ease the difficult transition from development to manufacturing. We also examine other
AIP initiative areas such as the potential to apply a preplanned product (P3) improvement approach.
In addition, the Cost Analysis Improvement Group (CAIG) examines cost estimates at each milestone
in order to ensure realistic budget estimates. In short, each DSARC meeting is an opportunity to confirm
that the acquisition policies we have adopted are being considered and executed properly at lower levels
of management. The DSARC process is alive and well and more effective than ever as a means to
improve our management of the acquisition process.

6.3.6 Other Management Issues

The Committee has also indicated its interest in the area of joint service program management
as a means to increase efficiency and ctherwise reduce the aggregate costs of weapons systems
development and procurement. Although the benefits of joint service programs can be attractive,
expensive failures have occurred too often in the past and counsel caution as we proceed forward.
A balanced approach is needed whereby specific service requirements are carefully examined to ensure
compatibility before proceeding on a joint basis. Qur basic goal is to increase cross-service coordination
in the development and use of the systems and technology of similar purposes to obtain maximum
performance at minimum cost.

Some recent examples where we are making important progress involve joint activities in specific
mission areas. The Navy and the Air Force, for example, have achieved important progress in
coordinating their efforts regarding Fleet air defense and sea control. The decision to designate a number
of B-52s to support the Navy’s sea contro! mission is a good example of the benefits of improved cross-
service coordination and management. Similar efforts are being conducted in the deep interdiction mission
area where hardware development as well as employment doctrine and concepts are being examined
on a joint basis. We are confident that the resulis of this joint effort will produce an effective means
to solve the second echelon problem in the most economical way possible.
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- % 6.3.7 Joint Requirements and Management Board

We are considering some important steps to institutionalize our approach and practices concerning
joint service programs. As a result of a study conducted this past summer by the Defense Science Board,
a Joint Requirements and Management Board comprising the service Vice-Chiefs, the Director of the
Joint Staff, and OSD components is being contemplated. The Board’s primary purpose would be to
provide a rigorous review of the requirements process and identify those with potential for joint service
applicability. The Board would provide a more systematic way of examining the possibilities for joint
programs than we have had in the past.

Another area of particular interest these days concerns the acquisition of spare parts; the horror
stories have created understandable concern among all of us. First, may I point out that our system
of management works. Employees of the Department discovered and reported the problem, and the
management of the Department has taken corrective measures. Secretary Weinberger’s 10 points program
on spare parts procurement reform has already revised much of the way in which we do business.

Contracts to purchase spares are being written to ensure that spares are purchased competitively
to the maximum extent possible. Steps are being taken to ensure that manufacturers of parts are identified
and that complete technical data packages become available so that we appoint at the mercy of the
prime contractor in the future. The bidders for the new fighter engine (Pratt and Whitney and General
Electric) are being required to submit plans to show how they will develop two or more qualified
subcontractors who would remain available for production of the 30 replenishment spares with the
highest procurement value. Since those high value parts comprise about 80 percent of the value of
the engine, we can focus our efforts on gaining competition for the remaining 20 percent.

In addition, we are building incentives and disincentives into the spares management process. The
% Air Force sergeant who reported a case of pricing abuse was recently awarded $1,100 (the amount
the Air Force was being charged for the spare part). Where an employee’s negligence has contributed
to excessive prices, we are taking disciplinary action. Where industry is at fault, we will use every legal
means to obtain refunds in case of overcharge.

The Department and the Congress are partners in the process of acquisition management. I have
attempted to describe just a few of the major characteristics and objeciives of the departmental acquisition
organization and management for you today. However, our organization and its efforts cannot be
successful unless every member of this Committee and the Congress as a whole understands their purpose
and potential benefit. Moreover, each member of Congress should simultaneously consider the
appropriate management role of the legislative branch in the acquisition process. Are national or parochial
interests being served when Congress votes in a particular way? Is national security truly enhanced?
When the Congress votes to reduce funds for a particular program, do the members understand the
cost impact for the future? Certainly, the answers to these questions vary from member to member.
The concepts, however, are important to bear in mind lest we seek inappropriate microsolutions to
problems which are truly macro in nature.

[Figures 6.1 and 6.2 present the life cycle of typical major system acquisitions and life-cycle costing
for those acquisitions.]

64 THE DEPARTMENT OF DEFENSE ORGANIZATIONAL STRUCTURE

% _6.4.1 Introduction
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6.4.1.1 The Department of Defense (DoD) (DoD Directive 5100.1). DoD is responsible for providing
the military forces needed to deter war and protect the security of the United States. The major elements @
of these forces are the Army, Navy, Air Force, and Marine Corps. Under the President, who is also
Commander-in-Chief, the Secretary of Defense exercises direction, authority, and control over the
Department which includes the Office of the Secretary of Defense, organization of the Joint Chiefs

of Staff three military departments, nine unified and specified commands, the DoD Inspector General,

twelve detense agencies, and six OSD field activities (Figure 6.3).

In order to support the forces that DoD provides, the acquisition of major systems is an inevitable
necessity. Some brief definitions should be helpful for considering the items in this section. A major
system exhibits the following characteristics:

a. It has been determined, at the discretion of the agency’s head (e.g., the Secretary of Defense),

to be critical to fulfilling the agency’s mission.

b. It entails the allocation of relatively large resources.

c. It warrants special management attention.

-

Besides having the characteristics noted above, a DoD major system has been designated as such based
on the following considerations:

. Risk, need, or other item of SECDEF interest

. Joint service or multinational acquisition

. Estimated RDT&E and procurement funds

. Estimated operations, maintenance, and support manpower requirements

. Congressional interest.

o o oW

DoD Directive 5000.1 describes major systems and DoD major systems in greater detail. The directive

emphasizes the following themes: A0

Flexibility (tailored acquisition strategy) Q’

Minimize time to field new capability

Balance between cost and effectiveness

Linkage with PPBS

Maximize collaboration with allies

Integration of support considerations into process

Integration of threat considerations into process

Decentralization: b
SECDEF—two milestone decisions on major systems services—all other management on :
major systems.

TR oo S0 O

The directive addresses the management of nonmajor programs as well. ‘“The management principles
and objectives in this Directive (DoDD 5000.1) shall also be applied to the acquisition of defense systems

not designated as major.”’ This particularly includes tailored application and decentralized management
responsibility.

Examples of current major systems are listed in Table 6.1.

6.4.1.2 The Office of the Secretary of Defense (OSD). OSD is the principal staff element of the
Secretary in the exercise of policy development, planning, resource management, fiscal, and program
evaluation responsibilities (Figure 6.4). OSD includes the immediate offices of the Secretary and Deputy
Secretary of Defense, Under Secretary of Defense for Policy, Under Secretary of Defense for Research
and Engineering (USDRE), Assistant Secretaries of Defense, General Counsel, Assistants to the Secretary
of Defense, and such other staff offices as the Secretary establishes to assist in carrying out assigned

responsibilities. @9
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The organizational struture of USDRE is presented in Figures 6.5 and 6.6. The USDRE has three
| major roles: @
a. Principal advisor to the SECDEF for scientific and technical matters

b. Defense acquisition executive (DSARC chairman)

c. U.S. representative to the NATO Conference of National Armament Directors (CNAD).

6.4.1.3 The Military Departments (DoD Directive 5100.1). These include the Departments of the
Army, Navy, and Air Force (the Marine Corps is a part of the Department of the Nz y). Each military
department is separately organized under its own Secretary and functions under the direction, authority,
i and control of the Secretary of Defense. The military departments are responsible for organizing, training,
' supplying, and equipping forces for assignment to the unified and specified commands (U/S Commands).

6.4.1.4 The Joint Chiefs of Staff (JCS) (DoD Directive 5100.1). The JCS are the principal military
advisors to the Secretary of Defense as well as to the President and the National Security Council.
Members of the Joint Chiefs of Staff, other than the Chairman, are the senior military officers of
their respective Services and are responsible for keeping the Secretaries of the military departments
fully informed on matters considered or acted upon by the Joint Chiefs of Staff.

| 6.4.1.5 The Armed Forces Policy Council (AFPC) (DoD Directive 5105.3). The AFPC advises the
! Secretary of Defense on matters of broad policy relating to the Armed Forces and such other matters
as the Secretary may direct. Its members repsrt regularly on important matters under their cognizance

t which are of interest to the Department of Defense. In addition to members identified below, such

other officials of the Department of Defense, and other departments and agencies in the Executive

Branch as may be designated by the Secretary of Defense, are invited to attend appropriate meetings

of the AFPC. Council membership is as indicated: AR,
Secretary of Defense, Chairman ‘ry
Deputy Secretary of Defense
Secretaries of the Military Departments

] Chairman, Joint Chiefs of Staff

Under Secretaries of Defense

Chizf of Staff, Army

Chief of Naval Operations

] Chief of Staff, Air Ferce

Commandant, Marine Corps

6.4.1.6 The Unified and Specified Commands (U/S Commands) (DoD Directive 5100.1). The U/S
Commands are responsible to the President and the Secretary of Defense for the accomplishment of
the military missions assigned to them. Combatant units of the military departments are assigned to,
and under the operational command of, Commanders of unified and specified commands, Unified
commands are composed of assigned components of two or more Services. They include the European
Command, Pacific Command, Atlantic Command, Southern Command, Readingss Command, and
Central Command. Specified commands are usually composed of forces from one Service, but may
include units and have representation from other Services. They include the Aerospace Defense
Command, Strategic Air Command, and Military Airlifi Command. The military chain of command
runs from the President to the Sccretary of Defense and, through the Joint Chiefs of Staff, to the
Commanders of unified and specifiecd commands. Orders to these Commanders are issued by the

President or the Secretary of Defense, or by the Joint Chiefs of Staff by authority and direction of
the Secretary of Defense.
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@ 6.4.1.7 The Inspector Genersal (IG) of the Department of Defense (DoD Direciive 5106.1). The IG,
under the provisions set forth by Public Law 95-452, serves as an independent and objective official
in the Department of Defense who is responsible for conducting, supervising, monitoring, and initiating
audits and investigations relating to programs and operations of the Department of Defense. The
Inspector General provides leadership and coordination and recommends policies for activities designed
to promote economy, efficiency, and effectiveness in the administration of, and to prevent and detect
fraud and abuse in, such programs and operations. The Inspector General is also responsible for keeping
the Secretary of Defense and the Congress fully and currently informed about problems and deficiesicies
relating to the administration of such programs and cperations and the necessity for, and progress
of, corrective action.

6.4.1.8 The Defease Agencies. These agencies, authorized by the Secretary of Defense pursuant to
the provisions of Title 10, United States Code, perform selected support and service functions on a
Departnientwide basis.

6.4.1.9 The OSD Field Activities. These field activities are established by the Secretary of Defense,
under the provisions of Title 10, United States Code, to perform selected support and service functions
of a more limited scope than the defense agencies.

6.4.1.10 The Uniformed Services University of the Heaith Sciences (USUHS) (DoD Directive
§105.45). The USUHS, under the policy guidance of the Secretary of Defense and operational direction
of a Board of Regents, is a fully accredited 4-year School of Medicine whose primary mission is to
select, educate, and train qualified applicants to become military physicians. The curriculum is expanded
ﬁe from that of the civilian schools to include subjects of specific military importance, such as command
- L and control, tropical medicine, environmental extremes, occupational hazards, nonconventional weapons,
wartime surgery, and public health. USUHS also has educational programs leading to the Ph.D. degree
in the basic medical sciences, a Masters of Public Health program, and a continuing medical education
program.

6.4.2 Organizations and Functions—Office of the Secretary of Defense

The Office of the Secretary of Diefense (OSD) is the principal staff element used by the Secretary
of Defense to exercise direction, authority, and control over the Department of Defense. The mission
of OSD as an organizational entity, in coordination with other elements of DoD, is as follows:

Develop and promulgate policies in support of United States national security objectives.

Provide oversight to assure the effective allocation and efficient management of resources consistent
with Secretary of Defense approved plans and programs.

Develop appropriate evaluation mechanisms to provide effective supervision of policy
implementation and program execution at all DoD Jlevels.

Provide the focal point for departmental participaticn in the United States security community
aid other Government activities.

In addition, each OSD principal staff official, in his or her respective areas of functional assignment,
is responsible for performing the following:

) Conduct analyses, develop policies, provide advice, make recommendations, and issue guidance
@ on DoD plans and programs.
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Develop systems and standards for the administration and management of approved plans and @
programs.

Initiate programs, actions, and taskings to ensure adherence to DoD policies and national security i
objectives and to ensure that programs are designed to accommodate operational requirements.

Review and evaluate programs for carrying out approved policies and standards.

inform appropriate organizations and personnel of new and significant trends or initiatives in
assigned areas of functional responsibilities.

Review proposed resource programs, formulate budget estimates, recommend resource allocations,
and monitor the impiementation of approved programs.

Farticipate in those planning, programming, and budgeting activities that relate to assigned areas
of functicnal responsibilities.

Review and evaluate recommendations on requirements and priorities.

Promote coordination, cooperation, and mutual understanding within the Department of Defense
and between DoD and cother Federal agencies and the civilian community.

Serve on boards, commitcees, and other groups periaining to assigned functional areas, and represent
the Secretarv of Defense on matters outside the Department of Defense.

Develop information and data, prepare reports. and/or testimony for presentations to congressional
committees Or in response to congressional inquiries.

Represent the DoD with congressional committees or individual Members of the Congress.
Perform such other duties as the Secretary of Defense may from time to time prescribe.

-

6.4.2.1 Immediate Offices of the Secretary and Deputy Secretary of Defense. The Secretary of
Defense is the principal defense policy advisor to the President and is responsible for the formulation
of general defense policy, for policy related to all matters of direct and primary concern to the DoD,
and for the execution of approved policy. Under the direction of the President and subject to the
provisions of the National Security Act of 1947, as amended, the Secretary exercises direction, author-
ity, and control over the Department of Defense.

The Deputy Secretary of Defense assists in the administration of the Department. The Deputy
Secretary is delegated full power and authority to act for the Secretary of Defense and to exercise the
powers of the Secretary upon any and all matters concerning which the Secretary is authorized to act
pursuant to law.

The Executive Secretary of the Dzpartment of Defense supports the Secretary and Deputy Secretary
by executing the following responsibilities: coordinates DoD participation in the interagency process
involving national security management, defense policy, programs and resources for the DoD, with
the White House, the NSC, State Department, CIA, and other agencies as appropriate; is the Secretariat

...... for both the Armed Forces Policy Council (AFPC) and the Secretary’s Performance Review (5PR)
Board; performs liaison with the White House Military Office, including Presidential support activities;
serves as the DoD point of contact for intergovernmental affairs; processes requests for DoD support
from the White House and other departments/agencies; processes Special Air Mission (SAM)
transportation requests for OSD and non-DoD agencies; manages and controls all correspondence,
information, and action documents for the Secretary and Deputy Secretary; and performs any special
project directed by either the Secretary or Deputy Secretary.

The Assistant to the Secretary and Deputy Secretary for Executive Personnel is responsible for
staffing noncareer positions throughout the DoD, approval of staffing for DoD boards and committees, @
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headquartars level experts and consultants; acts as noncareer DoD contact with Office of Assistant
to the President for Intergovernmental Affairs, and serves as primary DoD liaison with the White House
Personnel Office in dealing with such matters.

@ recommending candidates for Presidential boards and committees, approving appointment of DoD

6.4.2.2 Under Secretary of Defense (Policy) (USD (P)) (DoD Directive 5111.1). Under the direction
of the Secretary of Defense, the USD(P) is responsible for the following functions:

Integration of DoD plans and policies with overall national security objectives

Representation of DoD as directed in matters involving the National Security Council, Department
of State and the intelligence community, and other departments, agencies, and interagency groups
with responsibilities in the national security area

Oversight and coordination of the formulation and implementation of DoD planning and policy
concerning political-military affairs, such as arms limitation negotiations; contingency planning;
intelligence analyses and collection requirements; nuclear weapons and targeting; communications,
command, and control (C;); and, the use of outer space

Oversight and coordination of policy review concerning intelligence planning and requirements,
counterintelligence and investigative programs, security pians and programs, and sensitive intelligence
matters including arrangements with foreign governments

Review of evaluations and the development of recommendations to the Secretary of Defense
concerning plans and requirements for, and capabilities of, existing or proposed United States
or foreign forces and their deployment with particular attention to performance of missions which
are or may be critical in consideration of United States national security policy

% Coordination of DoD participation in the preparation of, and followthrough on, NATO Short-
Term Initiatives and Long-Term Programs, and the integration of NATO considerations in the
development and formulation of DoD decisions

Law of the Sea
Military Assistance Advisory Groups (MAAG) and missions pertaining to security assistance.

Negotiation and monitoring of agreements with foreign governments

Development of DoD policy positions, recommendations, and coordination of all matters concerning
disarmament and arms control to include START and MBFR and other Defense-related international
negotiations

DoD focal point for long and midrange policy planning on strategic international security matters

Formulation of policy related to strategic offensive and defensive forces, theater nuclear matters
and capabilities, arms control negotiations, and the relationship between strategic and theater force
planning and budgets

Oversight of DoD activities related to the North Atlantic Treaty Organization and East-West
economic policy, including East-West trade, technology transfer issues, and issues affecting the
defense industrial mobilization base

Formulating, planning, conducting, and preparing net assessments for the Secretary of Defense

Formulating plans and policy related to general purpose forces, non-European regional security
requirements, and related budget considerations

Developing policies, plans, and procedures for the discharge of Department of Defense functions
in national emergencies; providing support to DoD and other U.S. Government or State agencies
@ on civil defense and related matters.
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These functions are carried out through the following key personnel:

i Deputy Under Secretary of Defense for Policy @
Assistant Secretary of Defense (International Security Affairs)

Assistant Secretary of Defense (International Security Policy)

Director of Net Assessment.

In addition, the Under Secretary of Defense for Policy exercises direction, authority, and control
over the

Defense Investigative Service
Defense Security Assistance Agency

6.4.2.3 Under Secretary of Defense (Research and Engineering) (USDRE) (DoD Directive
5126.1). Under the direction of the Secretary of Defense, the USDRE is responsible for the following
functions:

Scientific and technical information
Basic and applied research
Design and engineering, including life-cycle considerations

Development and acquisition of weapon systems, including procurement policy and production
planning. This function includes national, strategic, and tactical communications; command and
control; and intelligence activities.

Develcpiment test and =valuation in accordance with DoD Directive 5000.3, to include review and
appovaj of ths - %E Master Plan (TEMP)

Environmental services

{E

Assignment and reassignment of research, engineering, and acquisition responsibility for systems,
activities, and programs

Coproduction and research interchange with friendly and allied nations, in conjunction with the
Under Secretary of Defense for Policy

Contract placement and administration for research, development, and weapon systems acquisition
programs

Military applications of atomic energy, nuclear weapons development and acquisition, security,
safety, R&D, deployment, employment and targeting, and theater nuclear force modernization.

The above functions are carried out with the support of the following key personnel:

Assistant Secretary of Defense (Command, Control, Communications, and Intelligence)

Assistant Secretary of Defense (Development and Support)

Assistant Secretary of Defense (Research and Technology)

Assistant to the Secretary of Defense (Atomic Energy)

Deputy Under Secretary (Acquisition Management)

Deputy Under Secretary (International Programs and Technology)

Deputy Under Secretary (Research and Advanced Technology)

Deputy Under Secretary (Strategic and Theater Nuclear Forces) @
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Deputy Under Secretary (Tactical Warfare Programs)

Director, Test and Evaluation.

In addition, the USDRE exercises direction, authority, and contro! over
Defense Advanced Research Projects Agency

Defense Communications Agency

Defense Mapping Agency

Defense Nuclear Agency

6.4.2.4 Assistant Secretary of Defense (Comptroller) (ASD(C)) (DoD Directive 5118.3). Under the
direction of the Secretary of Defense, the ASD(C) is responsible for the following functions:

Planning, programming, and budgeting system (PPBS), including programming coordination and
control

DoD budget formulation and execution, resources allocation, and surveillance over utilization
Focal point for budgeted savings under economy and efficiency initiatives

Information to support justification of the budget to Congress

Focal point for joint OSD and Office of Management and Budget (OMB) review of the budget

Coordination with OMB on management reviews and analyses performed in connection with the
budget process

Initiatives to strengthen Departmentwide resource management and to improve management
information provided to senior officials

Financial management inciuding financial accounting and reporting systems; internal control
systems; pricing policy including Foreign Military Sales pricing; banking and credit union services
on DoD installations; and international financial affairs

Policies and procedures on the reporting, preparation, and dissemination of statistical information

Senior DoD official for information resources management including oversight of acquisition and
use of information technology and related resources for business and administrative purposes

Organizational analysis and management planning
DoD privacy program in compliance with the Privacy Act of 1974
OSD historical program and DoD historical program coordination

Policy guidance and coordiration on matters of administrative support received or provided by
DoD components

Cost performance measurement systems
Focal point for selected acquisition reports (SARs) and unit cost reporting
Special studies and analyses related to comptroller responsibilities

Member and Executive Secretary of the Defense Resources Board, member of the Cost Analysis
Improvement Group, member of the Defense Systems Acquisition Review Council, member and

‘Executive Secretary of the DoD Council on Integrity and Management Improvement, and Chairman

of the Major Automated Information Systems Review Council.
In addition, the ASD(C) exercises direction, authority, and contro! over

Defense Contract Andit Agency
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Washington Headquarters Services (through the Deputy Assistant Secretary of Defense (Admini- %
stration) who has collateral responsibility as Director, Washington Headquarters Services).

6.4.2.5 Assistant Secretary of Defense (Manpower, Installations and Logistics) (ASD(MI&L)) (DoD
Directive 5124.1). Under the direction of the Secretary of Defense, the ASD(MI&L) is responsible 1
for the following functions:

T'otal force structure analysis as related to quantitative and qualitative manpower requirements,
manpower utilization, logistics, readiness, and support

The allocation of the total force structure among DoD components and between the active and
reserve components within the military departments

Civilian and military personnel management programs and systems, including attraction and
retention of military personnel; personnel utilization; compensation, retired pay, per diem, travel,
and transportation allowances; civilian and military personnel career development, training, and
2ducation; labor-management relations; morale, discipline, and welfare; and community services

Development of civilian and military manpower programs and logistics programs to meet peacetime
readiness and wartime sustainability requirements of the DoD

Nonappropriated fund instrumentalities

Weapons support
Logistics

Equal opportunity, equal employment opportunity, and DoD contractor compliance with equal
employment opportunity requirements in government contracts

Readiness

3

Energy

Installations management
Conservation of resources
Economic adjustment ;

Review and evaluation of the requirements of the Defense System Acquisition Review Council }
(DSARC) weapon programs and proposed weapon systems for adequacy of readiness goals and ‘
resources, including manpower, personnel, training, logistics, installations support, reliability, ‘
maintainabiiity, and design safety.

In addition, the ASD(MI&L) exercises direction, authority, and control over

Armed Forces Chaplains Board

Defense Logistics Agency

Department of Defense Dependents Schools

Office of Ecnonomic Adjustment

DoD Explosives Safety Board

Defense Race Relations Institute

Defense Advisory Committee on Women in the Services

&
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6.4.2.6 Director of Operational Test and Evaluation (DOT&E) (Title 10, United States Code, Section
136a) (DoD Directive 5§141.2). "Jnder the provisions of Title 10, U.S.C. 136a, and under the direction
of the Secretary of Defense, the DOT&E is the principal staff assistant and advisor to the Secretary
of Defense on OT&E in the DoD and the principal OT&E official within the senior management of
the DoD. In this capacity, the DOT&E is responsible for the following functions:

Prescribe policics and procedures for the conduct of OT&E within the Department of Defense.

Provide advice and make recommendations to the Secretary of Defense, and issue guidance to
and consult with the heads of the DoD components with respect to OT&E in: the Do in general,
and with respect to specific OT&E to be conducted in connection with a major defense acquisition
program.

Designate selected special interest weapons, equipment, or munitions as major defense acquisition
programs.

Develop systems and standards for the administration and management of approved OT&E plans
for major defense acquisition programs.

Monitor and review all OT&E in the DoD to ensure adherence to approved policies and standards.
Coordinate operational testing conducted jointly by more than one DoD component.

Review and make recommendations to the Secretary of Defense on all budgetary and 1inancial
matters relating to OT&E, including operational test facilities and equipment.

Initiate plans, programs, actions, and taskings to ensure that OT&E for major defense acquisition
programs is designed to evaluate the operational effectiveness and suitability of U.S. military weapon
systems.

Review and report to the Secretary of Defense on the adequacy of operational test planning,
priorities, support resources, execution, evaluation, and reporting for major defense acquisition
programs while avoiding unnecessary duplication.

6.4.2.7 Director, Program Analysis and Evaluation (DPA&E) (Dol Directive 5141.1). Under the
direction of the Secretary of Defense, the DPA&E is responsible for performing analyses, identifying
issues, and evaluating alternative programs fr- e following functions:

Force review of active and reserve comoonents
Strategic and theater nuclear forces

Weapon systems and major items of material, including critical reviews of requirements,
performance, and life-cycle costs of current and proposed weapon systems

Nuclear warhead requirements

Support systems

Deployment plans and overseas basing requirements
> Mobility force programs and prepositioning plans

Material support programs and war reserve stocks

Force readiness and capabilities

Implications for manpower resources of specific force structure plans
Contingency plans

Security. assistance programs

Allied and foreign military requirements and capabilities
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The DPA&E also provides support to the Secretary of Defense through @
Economic analyses and impact thereof on Defense programs

Cost Analysis Improvement Group leadership and support (in accordance with DoD Directive
5000.4).

—————— .,

o ——————
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& DNSARC/DON RESOURCES BOARD’

Membership:

o ASN (R,E&S) e CNO

o ASN (M&RA) e CMC

« ASN (SB&L) ¢ CNM
; o DEPUNDERSECNAYV (FM)

¢ Director, OPA (Executive Secretary)

¢ Director, Office of the General Counsel
~ + As DON Resources Board, chaired by

UNDERSECNALV, insure proper corrslation

; between the acquisition process and PPBS cycle,
] advising SECNAV on annual POM and budget
submission to OSD.

128.1251.5000
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PROGRAM COORDINATOR
ASSESSES PROGRESS OF PROJECT AGAINST REQUIREMENTS

IDENTIFIES NEED FOR MODIFICATION OF REQUIREMENTS

OBTAINS CNO APPROVAL OF REQUIRED CHANGES

PM’s FOCAL POINT AT OPNAV

'
¢
¢
’
KEEP HIM/HER INFORMED

KNOW YOUR PC

*
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NAVY MILESTONE iil DECISIONS &

o Approved for Full Production (AFP)
o System meets all technical and operational
thresholds
¢ ILS requirements fully demonstrated during
OT&E
¢ No additional development or corrective action
required
o Approved for Limited Production (ALP)
¢ Aim at AFP for following year AFP/ALP decision
¢ No more than 1 year’s production
o COMOPTEVFOR considers system operationally
effective and suitable, with clear plan and funding
for corrections
¢ Notapproved for production

126.1251.5090
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! SECTION 7
i PLANNING, SCHEDULING, AND ASSESSMENT

7.1 INTRODUCTION

7.1.1 References

There are many formal planning documents that make up the Navy RDT&E planning process:
[ Defense Guidance (DG) documents
Technology and Description (TAD) document
Joint Long Range Strategic Appraisal (JLRSA) document
b Joint Strategic Planning Document (JSPD)
Joint Program Assessment Memorandum (JPAM)
DON Policy and Planning Guidance (DNPPG)
CNO Policy and Planning Guidance (CPPG)
! CNO Program Analysis Memorandum (CPAM)
Program Objective Memorandum (POM)

Department of the Navy Five-Year Program (DNFYP)

R&D Plan

Science and Technology Objective (STO)

: Operational Requirement (OR)

ﬁ Marine Corps related documents

Department of the Navy RDT&E Management Guide
Y NAVSO P 2457
b Navy System Management instructions used by NOSC
Major Systems Acquisition (DODIR 5000.1)
RDT&E Acquisition Procedures (ODPNAVINST 5000.42B)
Project Master Plan (NAVMATINST 5200.11B)
Integrated Logistics Support (NAVMATINST 4000.20B)
Configuration Management (NAVMATINST 4130.1A and OPNAVINSTs 4130.1 and 4130.2)
Test and Evalvation (OPNAVINST 3960.10B)
Design Requirements Baseline (NAVMATINST 4130.1A)

o o oa aator o3

7.2 GENERAL

Project management is performed at NOSC by an individual with the title of ‘‘Project Manager.”
The project manager has specific responsibility for achieving project objectives and accomplishing project
assignments. Any manager who is the cognizant individual responsible for performance on a project
is termed *‘project manager.’’ The extent that a project manager becomes involved in managing a project
depends on the size of the project. Some of the smaller projects in the Center may not require the many
formal approaches for project management that a larger project may require. The project manager should
tailor requirements to the needs of the specific project. Whenever possible, project managers should
use the guidelines as delineated in this section.
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The project manager and the support personnel assigned to the project provide for the development
of project technical and administrative plans, procedures, and practices as necessary to facilitate a high
degree of technical and management performance. These plans and procedures should mesh harmoniously
with other Center practices and procedures. Procedures should be established and maintained for
obtaining operational and functional support from a variety of resources such as other departments,
other government activities, and independent contractors. Project managers have the responsibility
for planning and administering assigned resources within approved project and operational budgets.
They approve estimates of funding requirements prior to incorporation into project budgets. Proper
planning will set the stage for allocation of resources to the project and ensure that plans, programs,
budgets, and schedules are properly integrated and time phased. In addition, initial project planning
should consider the establishment of a complete project chronological history that ensures the availability
of accurate information concerning all significant events and decisions relating to the project, and from
which the project can be reconstructed step by step. The project manager should be aware of the current
status and progress of the assigned project and be able to convey that information to appropriate Center
and higher command officials as may be required. Technical content of reports and quality of technical
data should be reviewed to assure that high professional standards are maintained. Security precautions
in accordance with DoD policy should be strictly followed and enforced.

Project managers assume responsibility for the management, planning, direction, and control of
project resources necessary for project completion. Project managers have specific authority and
responsibility for directing a system’s overall progress through the conceptual, validation, full scale
development, production, deployment, and Fleet support phases of Navy weapons system acquisition
and/or the completion of the project.

The following documents should be prepared, as necessary, for each significa.t project:
a. Project functions

s

Project organization chart

Organizational relationship chart

& o

Functional areas of responsibility
Financial plan
Milestone charts

Network plans and/or schedules

5 0 -0

Work breakdown structure

Acquisition plan, when applicable

. Value engineering plan

[V

k. Integrated logistics support plan
. Configuration management plan

m. Test and evaluation plan

n. Security plan

o. Training plan

p. Safety plan

q. Quality assurance plan
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@ r. Data management plan
s. Human engineering plan

t. Project master plan
u. Project management plan

A primary function of project management is the implementation of a useful planning and control
system. Control systems are required to ensure that allocation of resources and/or acquisition of services
and equipment stay within the limits of planned resources. The management planning and control
concepts discussed here have been in existence for many yzars in both government and industrial
organizations. These techniques provide for timely and accurate management decisionmaking.

7.3 PLANNING AS A TOOL

Project plans are necessary to facilitate an organized, mutually supportive set of documents which
translate program authorization, control, and visibility into easily understood road maps. The
documentation should be designed so as to enhance the ability of management to react in a timely
and favorable manner with regard to the direction of the project.

The techniques used in planning should consider e!sments such as scope and complexity of the
project, available project information and data, and project commitments. Also, the cost of providing
control and reporting documentation must be considered. Any such control and reporting documentation
should be clearly specified in advance so that budget requirements are included in the overall project

- funding requirements.
6 @

Choosing proper management techniques early in project development enhances the capability
of management to attain project objectives and goals. One technique that is commonly used is termed
‘‘management by exception.”” Management by exception is defined as comparing project plans and
status with desired results for the purpose of correcting those conditions that do not support overall
objectives and goals. By employing management by exception principles, management is able to spend
a greater amount of time in areas that offer the probability of attaining maximuin gain to the project.
Another technique commonly used is termed ‘‘management by objectives.”” Management by objectives
is defined as directing resources towards the accomplishment of planned goals. The functions of
management by objectives are planning, organizing, staffing, directing, and controlling. The attainment
of planned goai: is contingent upon ciear, concise, and well understood policies designed to enhance
goals which are important and different. Rewards will flow from accomplishing the extraordinary goal.

74 PROJECT MANAGEMENT PLAN

The project management plan should contain sections such as introduction, approach, project
management organizational structure and management controls, milestones and schedules, financial
plan, and work breakdown structure. An example of a project management plan is offered in Appendix
7A.

&
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7.5 INTEGRATED PLANNING @

Integrated planning sessions are one of the most important tools available to project management.
All project management personnel should be trained in management techniques that enhance integrated
planning. Periodic planning sessions that provide an open forum of information flow through all
disciplines related to the project are necessary during project initiation, development, test and evalua-
tion, and acceptance. Planning sessions that generate networks of activities and events, establish technical
sequence and flow constraints, and identify critical paths should be generated to provide the basis for
allocating resources and planning realistic timeframes for meeting project objectives. Participants in
integrated planning sessions should be alert to external constraints that may impact on the timely com-
pletion of the project. Networking, through planning sessions, establishes the critical path of the pro-
ject and permits planning of tesources to improve or aileviate any identified slippage in the project
schedule.

Task responsibility matrices are necessary to assure that all segments of the project development
effort have been effectively assigned. The matrix should identify with both technical personnel
assignments and the technical effort involved in the assignment. Supportive documents such as the
project organizational structure and the work breakdown structure should be used in developing an
effective responsibility matrix.

7.6 MILESTONES

Establishing milestones for each major segment of a system under development is termed milestone
scheduling. Milestones are similar to network events in that both reflect points in time. The term
“milestones”’ is used to identify significant events that must be accomplished in order to compiete the <0
project successfully. Milestone dates may be established for both start and completion events of activities. o
Accomplishment of a significant event signifies a completed milestone. Milestones may also be portrayed
on Gantt charts, networks, and line charts.

The number of milestones chosen for scheduling and control purposes depends on the size of the
project. Ordinarily, at least 2 weeks should separate milestone events. Milestones are to reflect those
events that, if not accomplished on schedule, will have significant impact on the project. One of the
most important functions of project management is to assure that milestone dates are negctiated and
realistically established in consonance with both internal and external project requirements.

The following typical milestone events are provided as examples:

Obtain project go-ahead

e p

Start functional specifications

Functional specifications complete

B o

Start system design

System design complete

fO

i. Start procurements
. Start system software dgevelopment
h. Start fabrication
i. Contractor delivers hardware ,m

j. Fabrication complete L

ol
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I k. Procurements 1eceived
m 1. Start assembly of system
m. System software complete
1. System installation complete
0. Start test and evaluation
p. Test aud evalus'ion complete
q. Start cperations evaluation
r. Operations evaluation complete
s. Deiiver to Fieet
t. Project complete

Appendix 7B provides the format for detailed milestone reporting, the format for summary milestone
reporting, and the instruction for preparation and completion of milestone reports. Milestone reports
should be monitored and maintained on a continual basis.

7.7 TECHNICAL SEQUENCE AND FLOW—NETWORKS

The network is a planning, scheduling, and project appraisal document which may be used as

an effective management controi tool. Project uncertainties such as potential slippages, schedule impacts,

; problems requiring management decisions, and decision trade-offs may be identified by the use of the

% network. A typical network is illustrated in Figure 7.1. In constructing networks as a planning tool,
the following two principals should apply:

a. The network must satisfy the needs of the project and be flexible enough to incorporate any
project changes which may occur.

b. The network must be comprehensive to the user, provide timely information and be worth
the cost of development and maintenance.

The network should contain the following elements:

a. Activity—an incremental element of the network that defines a specific effort to be accomplished
over a period of time. The activity is usually portrayed as a line identified by the activity title.

b. Event—a point in time on a network usually portrayed as a circle at the beginning and end
of an activity. The event may be identified by a unique number.

¢. Time—elements of time assigned to each activity usually portrayed in decimal increments, i.e.,
1.0 equals 1 week, 2.0 equals 2 weeks, etc.

d. Critical path—the longest path or controlling chain of activities within a network in which any
slippage will delay the network end event.

Network logic display represents the planned flow of activities and constrainis as known or perceived
by the personnel responsible 1or performance. Identification of activities and constraints are best defined
during integrated planning sessions. Project managers should participate in the integrated planning
sessions to establish network logic. Time spans are assigned to each activity when it i. established that

@ the network logic is a responsible portrayal of the activities to be accomplished.
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Latest allowable dates (T,) are determined by subtracting activity time spans from the ending
event date. The longest path determined is the critical path.

Earliest expected completion dates (Te) are determined by adding time spans of uncompleted
activities from time now through the ending activity.

Slack is determined by subtracting the earliest expected completion date from the latest allowable
date (T;-Te). The resultant positive or negative slack determines the critical path.

The earliest expected date (Te) may be used to designate interim milestones.

1.8 WORK BREAKDOWN STRUCTURE

The work breakdown structure (WBS) is defined as ‘‘a product- or task-oriented document which
depicts the end item of a project, its subdivisions, interrelationships, and levels of detail.”” A controllable
unit of work or element in a WBS is termed a work package. The primary function of the WBS is
to provide a systematic, énd item-oriented breakdown of hardware, software, services, and other work
packages that are required to make up the total system. Indentures in the WBS are defined as work
paci-age levels, i.e., the first level is the system end item, the second level consists of work package
segients of the end item, each of which may be further segmented. Each work package is identified
by an element number. WBS’s should be built to the level of detail that most significantly depicts the
work to be performed. The lowest level of detail, however, should be a controllable level in areas of
performance, schedule, and cost. Graphic and indenture examples of WBSs are provided in Figures
7.2 and 7.3, respectively. Preparation of the WBS is governed by MIL-STD-881A. The WBS is a valuable
tool in the development of projects, systems, equipment, or other material and service items. Its use
is indicated for any project which can be broken down into a significant number of controllable work
packages. The WBS is easily prepared manually for smaller, short-lived projects. For larger, longer
projects, automation is available and recommended.

7.8.1 Automated Work Breakdown Structure System

To facilitate WBS reporting requirements, an automated WBS gensration system is available. In
addition to the planning function of the WBS, machine-gcnerated reports are available to provide the
project manager with timely information (on an as-required basis) of the cost estimates versus to-date
charges and obligations at all levels of the structure.

The following reports in WBS format are available:

a. Report WBSI includes all levels of the structure. There are three data format options for this
report (Appendix 7C):

Option 1 Option 2 Option 3
Estimates Estimates Estimates
* (YTD) Charges * (YTD) Costs ** (ITD) Costs
*** (MTD) Charges *** (MTD) Costs *** (MTD) Costs
Balance Encumbrance Encumbrance
Balance Balance

* Year to Date
** Inception to Date
*** Month to Date

Each of the above reports conclude with a recap by project number as shown in Appendix 7D.
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b. Report WBS2 is the same as above except this structure only shows the first three summary P
levels (levels 1, 2, and 3). See Appendix 7E. *&E

c. Report WBS3 is a heavily indented report showing each element number within the WBS, along
with the total estimate of each work - ~kage and the WBS work package level. See Appendix 7F.

) To initiate a WBS within the autom::.. . work breakdown structure system, the project manager )
should direct the preparation of the WBS, ensuring that the WBS worksheet shown in Appendix 7G
is prepared in accordance with the instructions included with it. Completed forms, along with instructions
as to which report options and what reporting frequency is desired, may be submitted to data processing [
for action. b

L

L

A WBS element number should be established for each work package of the WBS. Figure 7.3
provides two options that may be used in structuring a WBS element numbering system.

7.8.2 WBS Element Description Record

In conjunction with the WBS, a WBS Element Description Record as formatted in Appendix 7H
should be filled out for each element to a practical level in the WBS. Instructions for preparing the
WBS Element Description Record are also included. These records shouid be maintained as an integral
part of project plans.

- e Bl

7.9 PROJECT PLANNING RANGE

Adherence to directives is a critical part of project management. To this end, a project management s
questionnaire has been developed to aid the project manager in determining a broad range of directive ...
subjects that require consideration during the project development phase. The questionnaire covers
such subjects as project authorizations, funds, project management, project documentation,
procurements, systems engineering, data management, integrated logistics support, product assurance,
test and evaluation, security, and safety. The project management questionnaire, as delineated in
Appendix 71, is provided as a guide to the management decision process.

7.10 SCHEDULES

7.10.1 Bar Charts

Bar charts are used as a visual indicator depicting size variations when compared to a given scale.
They provide a relatively simple visual aid to the project manager and function as a management tool
for communicating status and/or decisionmaking.

7.10.2 Gantt Chaits

Gantt charts portray performance or output related to time and are commonly used as master
schedules, progress charts, and milestone charts. Gantt charts were first developed by Henry L. Gantt
early in the twenticth century. Since then, many variations have been used successfully. The primary
purpose of Gantt charts is to convey schedule conditions and status to the manager. They are also
used to track actual completion data. Ny
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A series of activities is portrayed on a Gantt chart by the use of horizontal bars under a dateline.
The area under a dateline is commonly referred to as the plotting plan. Bars or lines may be color
coded to signify status and/or progress. Color coding provides a ready means for the manager to
determine the status of ongoing tasks.

Constraints are portrayed on the plotting plan by the use of vertical dash lines. Arrows are used
to signify direction of constraints. Dash lines used in a horizontal direction signify unscheduled time.
Specific points in time or events are indicated by the use of small symbols such as triangles, squares,
etc. Legends are placed just below and to the right of the plotting plan.

Figure 7.4 is provided as an example of a master schedule illustrating the Gantt chart concept.
Schedule sequence, status, and progress should be portrayed in such a manner that it is readily understood
by the reader.

7.10.3 Line Charts

Line charts plot the movement of one or more quantities over a period of time. Time units are
shown horizontally and quantities are shown vertically. Schedule versus actual information may be
measured by plotting actual data at specific points in time during the life of the schedule.

7.11 PROJECT PROGRESS REPORTS

7.11.1 General

Progress reports have been prepared and submitted to sponsors in many different formats over
the past years. Appendix 7J provides a project progress report format. Status that is pertinent to overall
project management and of specific interest to the spaiisor is reflected in the progress report. Conveyance
of internal details and/or milestones that are not significant are to be avoided.

7.11.2 Objectives

The standard progress report format is designed to provide a tool for project reviews and assessment.
To this end the project progress report

a. Provides for continuity of status reporting

b. Provides a better understanding of project status, progressions, problems, and planned corrective
actions

c. Facilitates rapid and understandabie review by higher management
d. Provides a common outline for historical cataloging

e. Allows for comparative analysis data within and between projects.

7.11.3 Procedure

Reporting of financial data through the project progress report is contingent upon specific
requirements 